University of Massachusetts Amherst

ScholarWorks@UMass Amherst
Doctoral Dissertations 1896 - February 2014
1-1-1984

The management of interpersonal conflict : a description of a
training program for law enforcement agency personnel.
Francis J. McCabe
University of Massachusetts Amherst

Follow this and additional works at: https://scholarworks.umass.edu/dissertations_1

Recommended Citation
McCabe, Francis J., "The management of interpersonal conflict : a description of a training program for
law enforcement agency personnel." (1984). Doctoral Dissertations 1896 - February 2014. 3956.
https://scholarworks.umass.edu/dissertations_1/3956

This Open Access Dissertation is brought to you for free and open access by ScholarWorks@UMass Amherst. It
has been accepted for inclusion in Doctoral Dissertations 1896 - February 2014 by an authorized administrator of
ScholarWorks@UMass Amherst. For more information, please contact scholarworks@library.umass.edu.

THE MANAGEMENT OF INTERPERSONAL CONFLICT
A DESCRIPTION OF A TRAINING PROGRAM FOR
LAW ENFORCEMENT AGENCY PERSONNEL

A Dissertation Presented
By
FRANCIS J. McCABE, JR.

Submitted to the Graduate School of the
University of Massachusetts in partial fulfillment
of the requirements for the degree of
DOCTOR OF EDUCATION
1984

May
Education

Francis J.

McCabe,

Jr.

All Rights Reserved

11

THE MANAGEMENT OF INTERPERSONAL CONFLICT:
A DESCRIPTION OF A TRAINING PROGRAM FOR
LAW ENFORCEMENT AGENCY PERSONNEL

A Dissertation Presented
By
FRANCIS J. McCABE,

JR.

Approved as to style and content by:

. Fantinx,

Dean

School of Education

iii

Dedicated
to
Paola and Leah

iv

ACKNOWLEDGMENTS

The completion of this study would not have been possible without
the help of the

following people:

of the Institute

Southern Connecticut State College;

Judge and Mrs.

Inc.;

Dr.

Francis J.

Eve,

Associate Director

University of Massachusetts;

office manager and staff member at the

for Governmental Services;

Becket Academy,

Arthur W.

for Governmental Services,

Jean Turati and Barbara Llamas,
Institute

Dr.

Dr.

John J.

Sandro Ingari,
McCabe.

Roger Peck,
Wolter,

Professor at
President of

friend and colleague;

Lastly and most importantly,

and
I

would like to thank my wife Paola Ann LaFauci and daughter Leah McCabe
for their understanding.

v

ABSTRACT
The Management of Interpersonal Conflict:
A Description of a Training Program for
Law Enforcement Agency Personnel
(May 1984)
Francis J.
M-A.,

McCabe,

Jr.,

Providence College,
Directed by:

B.A.,

Ed.D.,

Boston University,

University of Massachusetts

Professor Arthur W.

The purposes of this study were to:
8-hour days)

(a)

Eve

develop a 16-hour

(two

interpersonal conflict management workshop for selected

law enforcement agency personnel within the Commonwealth of Massachu¬
setts;

(b)

personnel;

conduct this workshop for selected law enforcement agency
(c)

determine the cognitive and attitudinal changes of the

workshop participants with regard to conflict management by administer¬
ing a pretest and posttest;

and

(d)

qualitatively and quantitatively

analyze data to assess the effectiveness of the treatment and develop
recommendations relative to its application in other settings.
The

findings of this study lead to the following conclusions:

1.

Conflict management skill training workshops are appropriate

for law enforcement agency personnel at all levels as a means of help¬
ing this professional group deal with conflict when it occurs both
within as well as outside the organization.
2.

An increase in cognitive learning regarding the management of

conflict can occur in a two-day conflict management workshop.
3.

For the most part,

participants were pleased with the workshop

and a majority of the workshop participants felt that they could employ

vi

the skills

imparted in the workshop within and outside the organiza¬

tional setting.
Despite the positive findings of the study participants had the
following concerns:
1.

More time was needed to cover the material presented.

2.

Future workshops for this client group should devote more time

to rational thought and stress management.
3.

Follow-up sessions were necessary to reinforce the skills

learned.
It is recommended that future studies incorporate a control group
in order to strengthen the findings.

Vll

TABLE OF CONTENTS

ACKNOWLEDGMENTS .
Chapter
I.

INTRODUCTION:

BACKGROUND OF THE PROBLEM .

Conflict Management Skill Training .
Statement of Purpose .
Definition of Terms
.
Assumptions of the Study.
Limitations of the Study.
Design of the Study.
Significance of the Study.
Organization of the Dissertation .
II.

REVIEW OF THE RELATED RESEARCH AND LITERATURE

....

The Theory and Development of Leadership:
Its Origins
.
Leadership Ability: Acquired or Inherited
. .
Leadership Theory: 1945 to the Present . . . .
Situational Leadership .
The Path-Goal Theory of Leadership .
Hersey and Blanchard's Life Cycle Theory
of Leadership
.
Theorists of the "One Most Effective Style"
Blake and Mouton: The New Managerial Grid
. .
Conflict Management Styles A'La the New
Managerial Grid
.
Historic Perspective of the Theory and
Development of Quasi-Military Leadership
in Law Enforcement Agencies
.
Rationale for the Quasi-Military Nature
of Police Organizations
.
The Myth Behind the Need for a Quasi-Military
Structure in Police Organizations
....
Dysfunctional Characteristics of American
Police Organizations .
Summary
.
III.

3
7
8

10
10
11

13
15
16

17
19
25
28
34
41
46
50
63

73
77
78
80
86
88

METHODOLOGY
Introduction .
Conflict Management Skill Training .
Background Information .
Qualitative Methodologies
.
Selection of the Subjects
.
Gaining Access to the Field
• • • •
viii

88
89
90
92
96
98

TABLE OF CONTENTS

(continued)

Interviews and Meetings .
101
The Interviews..
Adapting the Conflict Management Skill
Training Workshop .
112
The Workshop..
Summary..
IV.

DATA PRESENTATION AND ANALYSIS.Hg
A Description of the Workshop Participants
....
119
Determining the Internal Consistency of the
Cognitive Pretest and Posttest
.
128
The Results of the Cognitive Pretest and
Posttest with Age as a Variable.141
The Result of the Cognitive Pretest and
Posttest with Job Title (Rank) as a
Variable.142
The Result of the Cognitive Pretest and
Posttest with Highest Level of Education
Completed as a Variable.
143
The Results of the Cognitive Pretest and
Posttest with Supervisory Capacity as
a Variable.145
The Results of the Cognitive Pretest and
Posttest with Law Enforcement Agency
Affiliation as a Variable.146
The Results of the Cognitive Pretest and
Posttest with Primary Conflict Handling
Mode as Indicated by the Thomas-Kilmann
Conflict Mode Instrument as a Variable.147
The Results of the Post-Workshop Evaluation ....
149
Post-Workshop Evaluation Form B .
166
Summary.182

V.

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

.

184

A Review of the Methodology and Procedures
Employed in Conducting the Study
.
187
The Cognitive Pretest and Posttest
.
188
Post-Workshop Evaluation Form A and B.188
A Summary of the Effectiveness of the
Conflict Management Workshop as
Indicated by the Cognitive Pretest
, „
189

IX

TABLE OF CONTENTS

(continued)

A Summary of the Reactions and Perceptions
of the Study Population

(N=41)

Conflict Management Workshop

to the

.

192

Conclusions.197
Recommendations for Future Conflict Manage¬
ment Skill Training Workshops for Law
Enforcement Agency Personnel
BIBLIOGRAPHY
APPENDIX A:

.

198

.

200

Interview Guide

.

222

B:

Pretest/Posttest

.

226

C:
D:

Thomas-Kilmann Conflict Mode Instrument
. . . 230
Post-Workshop Evaluation Form A.236

E:

Post-Workshop Evaluation Form B.239

x

LIST OF TABLES

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.

17.
18.
19.

20.

21.

22.

The Geographic Composition of the Study
Population .
100
Workshop Participants Grouped According to Age
.
120
Workshop Participants Grouped According to Sex
.
122
Female Workshop Participants Grouped by Age .
123
Educational Level of Workshop Participants
.
124
Number and Percentage of Workshop Participants with
a Secondary, Bachelors and Graduate Level Education . . .
124
Sex and Educational Level of Workshop Participants
. . .
125
Workshop Participants Grouped According to Their
Rank (Job Title) .
126
Number and Percentage of Workshop Participants Who
127
Were and Were Not Supervisors
.
Internal Consistency of Pretest Items as Indicated
127
by the Kuder-Richardson Formula 20 .
Internal Consistency of Posttest Items as Indicated
130
by the Kuder-Richardson Formula 20 .
Number and Percentage of Correct Responses Per Item
131
on the Cognitive Pretest and Posttest
.
Results of the Cognitive Pretest and Posttest for
139
the study Population (N=41).
Results of the Cognitive Pretest and Posttest with
141
Age as a Variable
.
Results of the Cognitive Pretest and Posttest with
142
Job Title (Rank) as a Variable .
Results of the Cognitive Pretest and Posttest with
Highest Level of Education Completed as a
144
Variable .
Results of the Cognitive Pretest and Posttest with
Supervisory Capacity as a Variable .
Results of the Cognitive Pretest and Posttest with
Law Enforcement Agency Affiliation as a Variable ....
Results of the Cognitive Pretest and Posttest with
Primary Conflict Handling Mode, as Indicated by
the Thomas-Kilmann Conflict Mode Instrument as a
Variable . .
Number of Officers Present, Absent, Choosing, and
Not Choosing to Complete Post-Workshop Evaluation
Form A .
Number of Respondents and Number of Skills that
Participants Indicated They Remembered and Tried
to Use as Indicated by Item 1 on Post-Workshop
Evaluation Form A
.
Participants Who Have and Have Not Used the Workshop
Handouts When Dealing in Their Daily Lives as Indi¬
cated by Item 3 on Post-Workshop Evaluation Form A . • •
xi

145
146

148

150

152

153

LIST OF TABLES

23.

24.

25.

26.

27.

28.

29.

30.

31.

32.

(continued)

Willingness of Workshop Participants to Attend a
Follow-up Workshop in Order to Expand the Skills
Taught in the First One as Indicated by PostWorkshop Evaluation Form A .
Number of Respondents and Number of Skills that
Participants Would Like to Cover in a Follow-up
Workshop as Indicated by Item 5 on Post-Workshop
Evaluation Form A
.
Number of Officers Present, Choosing, and Not
Choosing to Complete Post-Workshop Evaluation
Form B .
Number of Respondents and Number of Skills that
Participants Would Like to Cover in a Follow-up
Workshop as Indicated by Item 1 on Post-Workshop
Evaluation Form B
.
Number and Percentage of Respondents' Perceptions
Regarding the Amount of Material Covered in the
Conflict Management Workshop as Indicated by
Item 2 on Post-Workshop Evaluation Form B
. . . .
Number and Percentage of Respondents' Reactions
to the Statement "The Workshop Helped me to
Understand Some of the Factors Related to
Managing Conflict," Item 4 on Post-Workshop
Evaluation Form B
.
Number and Percentage of Respondents' Reactions to
the Statement "I Will Likely Be Able to Use Some
of the Information and Skills I Learned in Deal¬
ing with Future Conflicts," Item 5 on PostWorkshop Evaluation Form B .
Number and Percentage of Respondents' Reactions to
the Statement "I Will Likely Recommend to a Col¬
league that He/She Attend a Future Management of
Conflict Workshop," Item 6 on Post-Workshop
Evaluation Form B
.
Number and Percentage of Respondents' Reactions to
the Statement "As a Result of Attending the Work¬
shop, I Feel Confident that I Can Deal with Con¬
flict Effectively in the Future," Item 7 on
Post-Workshop Evaluation Form B
.
Number of Workshop Participants Identifying
Specific Skills Gained by Their Attendance
at the Conflict Management Skill Training
Workshop .

Xll

154

156

167

169

170

172

173

173

174

177

LIST OF FIGURES

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.

The Ohio State Leadership Quadrants.
27
Path-Goal Theory Related to Task Structure
by Sandro Ingari.
38
The Basic Leadership Styles (Hersey and
Blanchard, 1974:82)
.
42
Adding an Effectiveness Dimension (Hersey
and Blanchard, 1974:83)
.
43
Life Cycle Theory of Leadership.
44
The Managerial Grid by Robert R. Blake
and Jane S. Mouton.
52
The Conflict Grid by Robert R. Blake
and Jane S. Mouton.
67
Comparison of the Scores on the Cognitive
Pretest/Posttest (N=41)
140
Choices of the Eleven Respondents to Item 1 of
the Post-Workshop Evaluation Form A.151
Choices of the Eleven Respondents to Item 5 of
the Post-Workshop Evaluation Form A.155
Choices of the Thirteen Respondents to Item 1
of Post-Workshop Evaluation Form B
.168

xiii

CHAPTER

I

INTRODUCTION

Background of the Problem

Police work and corrections are professions that by their very
nature involve conflict in the everyday work setting whether in dealing
with perpetrators of crimes, domestic disputes, or incarcerated individ¬
uals.

This conflict may create an inordinate amount of stress for the

people who choose these professions as well as for their families.

Pro¬

fessionals in these jobs have the highest rate of suicide and diabetes
in the country compared to people in other occupations.

In addition,

personnel in police work have one of the highest rates of heart attack
and kidney disease

(Labrie, phone interview, October 1981).

Lacking adequate training in the management of conflict, these
officers may improperly manage a dispute, thus escalating the situation
into crisis proportions.

Research studies suggest that the educational

level of correctional staff is inversely proportionate to the frequency
of violence; that is, the lower the level of education, the higher the
frequency of violence as a response to a tension-producing incident
like an insult or rebuff

(Flynn, 1973:30).

Police professionals have

been aware of the correlation between high incidence of police-related
violence,

irrespective of ethnicity, and low levels of education.

By

1967, the President’s Commission on Law Enforcement and the Administra¬
tion of Justice,

searching for the Great Society’s answer to law en-

forcemeat problems of that era, particularly the racial disturbances of
1
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the mid-1960's, urged that the "ultimate aim of all police departments
should be that all personnel with general enforcement powers have
baccalaureate degrees"

(Taft, 1981:10).

Unfortunately, the dichotomy

between the dream and the reality still exists.

Stephen Horn, President

of California State University at Long Beach and a member of the United
States Civil Rights Commission,

in a telephone interview with the re¬

searcher indicated that incidence of police shootings, death resulting,
has increased over the past year.

He sees a need for training in human

relations skills and an emphasis on restraint in the use of deadly force
(Horn, phone interview, October 1981).
Conflict is an inevitable part of the human condition.

It can

either be complex or simple and occurs when two or more needs block each
other, when they are mutually exclusive

(Whisenand, 1971:38).

Questions

regarding conflict frequently involve a consideration of the number of
possible outcomes.
a set

(Ferguson,

In statistical terms this is sometimes spoken of as

1976:74).

For example, in a competitive sports event

involving two individuals or teams there are two possible outcomes:
winning and losing.

The third possible outcome is a draw; however,

this outcome is usually excluded because it is viewed as not being a
definite victory for one side or the other.

Implied in this example is

a win/lose dichotomy, which is expected and permissible in the rules
governing sporting events.

In the arena of interpersonal conflict the

rules should not be the same; however, a victory for one party is
usually considered a defeat for the other, and vice versa (Rapaport,
1960:131).

The term "lose

" connotes less than equal or inferior to

3

and, as Filley states,

"a loser tends to feel less important, has less

stature, or is less valued as a person"

(Filley, 1975:5).

Another out¬

come of the win/lose dichotomy is frustration, which can stem from a
person s attempt to satisfy a need that is being blocked or from one's
resistance to required attitudinal changes

(Whisenand, 1971:38).

Lastly,

the need to maintain a relationship may be jeopardized in a win/lose
situation.
The frustrations produced in poorly managed conflict situations
manifest themselves in other areas of an individual's life.
ample,

For ex¬

job performance may decline or the person may exhibit inappro¬

priate behavior patterns toward fellow workers, clients, family, and
friends.
ful ones.

Without proper outlets, frustrating situations become stress¬
As Albrecht

(1979:83-85) points out, stress is ongoing, un¬

avoidable, useful, and even a necessary part of life, but overly high
or prolonged levels of stress may lead to a number of undesirable
consequences,

including physical illness.

For law enforcement and cor¬

rectional personnel the results of these conditions can be much graver
than for other professions.

Conflict can escalate to crisis propor¬

tions such as shooting and riots

(Sykes, 1958:7).

Thus, one s reaction

to conflict can either be a positive or negative catalyst to change,
personal growth, and further human development.

In order for such

change to occur an individual must learn to manage conflict effectively.

Conflict Management Skill Training

Research shows that conflict can be effectively managed, if not
resolved

(Blake and Mouton,

1979:102).

In order for this to occur,

4

individuals must understand that there are alternatives to the escala¬
tion of conflict and that conflict is manageable.
as the win/win approach

(Gordon,

1977); the collaborative approach

(Doyle and Straus, 1976); and the 9,9 mode
have been proposed.

Several models such

(Blake and Mouton, 1979)

With this knowledge and training, a police or

correctional officer would understand how his choice of behavior can
influence the types of interpersonal conflict that emerge in various
situations.

This knowledge would also allow him to determine the indi¬

vidual's conflict management style and use appropriate techniques to
de-escalate the conflict situation.
The preconceived ideas or notions of an individual who is involved
in dealing in a conflict situation often influence his behavior in
dealing with that conflict
on Civil Rights,

1981:10).

(Frost and Wilmot, 1978:2; U.S. Commission
Filley

oriented methods of dominance,

(1978:63)

states that "power

submission, and bargaining are learned

and practiced in a variety of socializing processes, while problem¬
solving methods appear to be underlearned as they apply to social in¬
teraction."

This unfortunate situation can be changed if at least one

of the participants understands what is occurring and is willing to
execute the proper techniques to defuse the situation and seek a win/
win resolution.
The concept of conflict management skill training originated m
post-World War II studies conducted by the Bureau of Business Research
at Ohio State University
Mouton

(Stogdill and Coons, 1957:5).

Blake and

(1979:9-15) have added a new dimension to those earlier

by developing a grid where the different styles people employ when

5

^eali-n9 with conflict are plotted on the ordinate and abscissa axes
respectively.
scaled from 1

A concern for personal wants, needs, and goals is
(low concern)

to 9

(high concern) on this grid, indica¬

ting the increased degree of importance to the individual.

Similarly,

concern for the other person’s needs, wants, and goals is also scaled
from 1 to 9 on this grid.

Within the two dimensions there are five

modes for dealing with conflict: withdrawal, self-sacrificing, compro¬
mising, dominating, and integrative.
Blake and Mouton

(1979:7-15)

suggest that four of these conflict

resolution styles are less than desirable since they are ineffective
in resolving interpersonal conflict and also can hinder the achievement
of organizational goals.

These less desirable conflict resolution

styles include the following:

Withdrawal.

Goldstein terms this behavior as approach-avoidance "in

which there is never a state of complete comfort"
Blake and Mouton

(1979:64)

(Corsini,

1973:219).

state that when this style is used by an

individual who is confronted by problems, his behavior resembles that
of an "ostrich" who "keeps his head buried" so that he does not have to
deal with conflict.

Self-Sacrificing.

Zammuto

style as "smoothing."

(1979:227)

labels this conflict management

The need for relationships with other individu¬

als is such a priority that these individuals neglect their own con¬
cerns or needs in order to satisfy those of other persons.

6

Compromising.

This quid pro quo approach to conflict relies on varying

techniques from each of the four quadrants of the grid in order to nego¬
tiate a settlement that provides both parties to a conflict with a part
of what they want.

Frost and Wilmot

(1978:133) define quid pro quo as

a maintenance tactic that consists of getting something for something.

Dominating.

This management style is perhaps the most devastating to

those who are subjected to it.

Sometimes referred to as a "godfather"

approach in dealing with conflict
1981),

(Kenney, personal interview, May

it often relies on the use of power in settling disputes

1974:5-8;

(Bell,

Stech and Ratliffe, 1976:135-140).

Integrative.

The most desirable conflict management style is consid¬

ered to be the integrative approach.

People who use this style demon¬

state a high level of competency both in their assertiveness

(i.e.,

their concern for personal wants, needs, and goals) and in their
responsiveness

(i.e., their concern for the other person s wants,

needs, and goals).

Thus, the integrative mode enhances interpersonal

conflict resolution while achieving organizational goals
Mouton,

1979:119; Likert, 1976:69; Filley,

1978:24-25; Doyle and Straus,

1977:56).

(Blake and

1975:64; Seidi and Dresen,

Gordon

(1977:189) points out

that appropriate solutions to problems lie in creative thought, not in
power struggles.
Various studies have emphasized the following concepts:

(1) con¬

flict is an inevitable part of life and an integral part of human development;

(2)

. .
.
. --in -j
z> manner that its results
it can either be handled in such a
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are negative

(win/lose) or positive

(win/win);

(3) knowing one's con-

management style will enable an individual to properly handle
conflict; and

(4)

through proper skill training one can become both

assertive regarding personal needs, wants, and goals and responsive to
the personal needs, wants, and goals of other people

(Blake and Mouton,

1979; Doyle and Straus, 1977; Gordon, 1977).
The goal of the skill training that is proposed in this study is
to develop what Blake and Mouton

(1979)

term a 9,9 management of con¬

flict style through training in the following areas: responsiveness,
assertiveness, problem-solving, and coping with stress.

It is antici¬

pated that skills acquired by law enforcement personnel through train¬
ing will not only be useful in a crisis situation, but will also be
useful in developing more effective interaction patterns with col¬
leagues in the organization,

family and friends, the general public,

and personnel from other public and private organizations.

Statement of Purpose

The purpose of this study was to determine the appropriateness of
a 16-hour

(two 8-hour days)

interpersonal conflict management workshop

for selected law enforcement personnel within the Commonwealth of
Massachusetts.
Specific procedures that were employed in conducting this study
are as follows:
1.

Development of a 2-day,

16-instructional hour conflict manage-

ment workshop that was presented to selected law enforcement personnel
within the Commonwealth of Massachusetts.
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2.

Development of an evaluative instrument that elicited partici¬

pants' perceptions regarding the significance of the workshop.
3.

Development of a written questionnaire with forced-choice and

open-ended questions in order to solicit responses regarding partici¬
pants'

attitudes toward the conflict management workshop.

4.

Measurement of the cognitive and attitudinal changes of the

workshop participants with regard to conflict management by administer¬
ing a pre and posttest at the beginning of the first day and at the end
of the second day of the workshop.
5.

Qualitative and quantitative analysis of data to assess the

effectiveness of the treatment and development of recommendations rela¬
tive to its application in other settings.

Definition of Terms

The following terms are defined operationally and were used in
the study.
Interpersonal Conflict:

Conflict results when two or more indi¬

viduals are struggling over competing needs, view those needs as mutual¬
ly exclusive, and perceive their goals as incompatible with that of the
other individual or that of the organization (Frost and Wilmot, 1978:9).
Crisis:

Crisis erupts when the power source has a monopoly on

the legitimate means of coercion

(Sykes,

1958:47).

In the law enforce¬

ment and correctional arena improperly managed conflict can develop into
crisis proportions
Rights,

1981).

(Sykes,

1958; Flynn, 1973; U.S. Commission on Civil

9

Conflict Resolution:

The solution of a conflict situation by

accepting and implementing terms acceptable to both parties
situation)

(Gordon,

(a win/win

1977:75-76).

Integrative Mode:

A style that demonstrates the highest competen¬

cy both in concern for personal wants, needs, and goals and in concern
for other people's wants, needs, and goals

(Peck, 1980:12-19); Blake

and Mouton, 1979:12).
Problem Ownership:

The determination of who owns the problem.

Based upon that decision, one employs either assertive or responsive
skills to appropriately deal with conflict (Gordon,
Assertive Skills:

1977:93-94).

The ability to stand up for one's own basic

rights and present one's wants, needs, and goals in a direct, honest,
and appropriate manner in order to confront and modify another person's
behavior

(Kelley, 1979:21).

Responsive

(helping)

Skills:

The helper must have a clear objec¬

tive of changing a particular problematic behavior and possess insight
or a clear rational and emotional understanding of the problem, then
employ the use of accurate, empathic responses

(Kanfer and Goldstein,

1980:8-10).
Workshop:

A seminar or study group for the exchange of ideas or

teaching and exploring for new methods to accomplish a result.
Treatment:
Stanley,

The conflict management workshop

1963:5-6; Wolf,

Significance:

(Campbell and

"Personal Communication," April 1981).

The determination of whether the treatment has a

positive impact on the participants.
to determine significance:

The following criteria were used
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1*

Future potential of the workshop based on the participants'

responses concerning its value to themselves and to future participants
in the law enforcement profession.
2.

Participants'

interest and motivation levels in the workshop.

Its ability to influence them to enroll in future workshops of a simi¬
lar nature and their willingness to recommend it to others.
3.

The achievement of the goals and objectives of the workshop

and the participants'

ability to acquire the concepts and skills stated

in the performance objectives of the conflict management workshop.
4.

The attitudinal changes of the participants toward the feasi¬

bility of conflict management skill training.

Assumptions of the Study

1.

Participants responded frankly and honestly to questions

concerning the strengths/ weaknesses, and worth of the conflict man¬
agement workshop.
2.

Participants revealed their own attitudes and perceptions of

conflict management skill training on the attitudinal instruments pro¬
vided at the time of the workshop.

Limitations of the Study

1.
16-hour

The purpose of this study was to determine the effect of a
(two 8-hour days)

interpersonal conflict management workshop

for selected law enforcement personnel within the Commonwealth of
Massachusetts.

The criteria upon which the term ■•significance" was

11

established were

limited to the operational definitions for significance

used in the study.
2.

The treatment group was composed of officers and administra¬

tors from law enforcement agencies within the Commonwealth of Massa¬
chusetts.
3.

Conclusions and recommendations were viewed in this light.
The fact that the researcher developed and implemented the

workshop for a specific group may cause internal invalidities in some
aspects of the treatment and skew data outcome.

Historically this

client group is reluctant to participate in programs of this nature.
The pretest may increase or decrease participants'
responsiveness to the treatment.
an external validity
Communication,"

This may introduce the possibility of

(Campbell and Stanley,

February 1981,

sensitivity or

1963:5-6;

Wolf,

"Personal

phone interview).

Design of the Study

The significance of this 16-hour

(two 8-hour days)

conflict man¬

agement skill training workshop for law enforcement personnel within
Massachusetts was sought.
ent groups.

The workshops were presented to two differ¬

Each group contained approximately 25 to 35 participants.

Data were collected and qualitatively and quantitatively analyzed by

the

following procedures.
1.

Determination of the participants'

attitudes toward the_

Treatment:
Participants were expected to respond to a number of openended and forced-choice questions on a written questionnaire at the

12

close

of each workshop.

participants

The questions elicited

information

concerning their workshop experience.

related to areas of

and

structure

for

each response

interest

such as

of the workshop.

from the

The questions were

job-related value and the content

The number and percentage of responses

category were

determined and each question analyzed

separately.

2.

Determination of the

The

determine

cognitive

changes that may occur:

researcher administered a pre and posttest

the

cognitive

and attitudinal changes which may occur as

result of participation

in the workshop.

termine previous

of knowledge

levels

in order to

The pretest attempted

regarding

a

to de¬

interpersonal management

skills.

The posttest was an achievement test based on the content ob¬

jectives

of the workshop.

Data collected on each

item were analyzed

separately.

3.

The perceptions of

The

interviews with selected participants

The data

in a notebook

comments

a tape

1976:88-89,

recorder was

clusions of

from these

into

the

also used

4. Treatment of
The data

qualitatively

(ibid.,

(Patton,

the

compiled

set up

102-103).

specific categories

study

(Bogdan and Taylor,

interviews and observations were recorded

in which the pages were

(Lofland,

and analyzed

investigator:

researcher observed the participants during the workshop

and conducted

1975:40).

the

specifically

for notes and

To maximize content coverage

102-103).

Data were

in order to draw the

compiled

final

con¬

1980:247-248).

data:
from the measurement

and quantitatively

analyzed and

instruments were

illustrated

in narrative
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tabular,

and graphic form.

The data were analyzed to account for

internal and external invalidities.
5.

Study population;
The

study population consisted of officers and administrators

from selected law enforcement agencies within the Commonwealth of
Massachusetts,
setts,

specifically personnel from the University of Massachu¬

Holyoke,

Southampton,

and Springfield police departments.

Participants were notified at the outset of the workshop that
the purpose of the workshop was to determine if the conflict management
training materials were appropriate for law enforcement agency person¬
nel.

In order to accomplish this purpose,

were administered.

pretest and evaluation forms

The answer sheets were coded with random digits in

order to assure anonymity.

Participants were also informed that

responses to written and verbal requests for information would be
kept anonymous.

Significance of the Study

The study is timely in addressing the issues of conflict manage¬
ment skill training for law enforcement personnel.
police practices released on October 16,
the Guardians?,

1981,

In a report on

entitled Who is Guarding

the United States Commission on Civil Rights found that

the volume of complaints of police abuse that they have received has
increased each year and the nature of the complaints has become more
serious.

This abuse was tied to the lack of effective discipline ex¬

ercised within police departments in cases of officer misconduct and to
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the failure to train police to meet the varied demands of their jobs
and communities

(U.S.

Civil Rights Commission,

1981).

It was the Com¬

mission's contention that police departments should provide stricter
instruction in and regulation of the use of firearms;

the report fur¬

ther states that officers need more training in human relations and
cultural awareness in order to cope with the substantial social service
aspects of their jobs.
Finding 2.5:

Police training programs examined do

not give sufficient priority to on-the-job field
training,

programs in human relations,

and prepa¬

ration for the social service function of police
officers,

including intervention in family-related

disturbances.
Finding 2.7:

Preparation of police officers to

cope with personal and job-related stress that may
affect their behavior on the job is still largely
unaddressed in the police training and management
program studies.
(U.S.
23,

Civil Rights Commission,

1981:

32)

The researcher believes that conflict management skill training
enhances the job performance of law enforcement professionals and con¬
curs with the following statement made by the Commission:
Police officers possess awesome powers.

They per¬

form their duties under hazardous conditions and
with the vigilant public eye upon them.

Police

officers are permitted only a small margin of error
in judgment under conditions that impose high de¬
grees of physical and mental stress.

Their gener¬

al responsibility to preserve the peace and enforce
the law carries with it the power to arrest and use
force—even deadly force.
fore,

It is essential,

there¬

that these sweeping powers be subject to

constant scrutiny to ensure that they are not
abused...Scrutiny is also necessary because police
officers exercise their own powers with wide dis¬
cretion and under minimal supervision.
ion whether to use deadly force,

The decis¬

for instance,
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must often be made without the opportunity for
cool reflection,
cumstances.

in dangerous and stressful cir¬

The use of deadly force should be

examined and guidelines for its use developed and
continuously re-evaluated—for the benefit both
of the public and of the officers themselves.
(U.S. Civil Rights Commission, 1981:v)

Organization of the Dissertation

Chapter one contains the background of the problem,
cance of the study,
tations,

the design of the study,

the signifi¬

its assumptions and limi¬

and an overview of how the dissertation is organized.

Chapter two provides a review of the literature in the area of
law enforcement as it relates to the following topic areas:
development of leadership in a quasi-military organization,
cally a police command bureaucracy;
conflict management modes;

and

(3)

(2)

(1)

the

specifi¬

development of grid-oriented

the effect of each of the five

conflict management modes on resolving interpersonal conflict.
Chapter three consists of a description of the methodology used
in the

study.

Chapter four provides the qualitative and quantitative analysis
and presentation of the data collected during the study.
Chapter five contains a summary of the study as well as conclu¬

sions and recommendations.

CHAPTER

II

REVIEW OF THE RELATED RESEARCH AND LITERATURE

The purpose of this study is to determine the effectiveness and
appropriateness of a 16-hour

(two 8-hour days)

interpersonal conflict

management workshop for selected law enforcement personnel within the
Commonwealth of Massachusetts.
This study suggests that police officers adopt an integrative style
when dealing with conflict whereby one is not only assertive of his own
personal needs,
needs,

wants,

wants,

and goals,

but is responsive to other people's

and goals within and outside the organization.

This

style departs from the day-to-day standard operational procedure of
police officers because they tend to be more assertive in performing
their duties than responsive to the needs of clients outside the or¬
ganization.

Within the workplace officers tend to withdraw in conflict

situations.

This phenomenon is due at least in part to the rigid or¬

ganizational structure imposed on police agencies because of their
quasi-military nature and the authoritarian style employed by law en¬
forcement agency personnel in interpersonal relationships.
A review of the literature regarding leadership personnel in para¬
military organizations suggests that the
acterized by impersonal,
and routinized tasks)

(char¬

highly directive authoritarian leadership,

received little support from any subgrouping

analysis using subordinates'
mitment as criteria"

"quasi-military model

job satisfaction and organizational com¬

(Jermier and Berkes,
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1979:1).

The literature
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further implies that officers would prefer an administrative style
which combines both responding and asserting skills
Whisenand,
Cohen,

1971;

1980;

Sandler and Mintz,

Braswell and Brown,

1974;

1981).

Cordner,

(Angell,
1978;

1971;

Moran,

1978;

The ability to assert and

respond reflects one's conflict management style which is directly
correlated to an individual's leadership ability

(Blake and Mouton,

1964).
This chapter includes an overview of the literature on selected
theories of leadership as well as a more detailed focus on those facets
of leadership which are related to the management of interpersonal
conflict.

The Theory and Development of Leadership;

The study of leadership is an ancient art.

Its Origins

Plato's Republic

speculates about the proper education and training of political lead¬
ers,

and most political philosophers since that time have attempted to

explore this topic
and Plutarch,

(Fiedler,

the Chinese,

1967:3).

Other Romans,

the Egyptians,

such as Caesar

and the Greeks all concerned

themselves with and identified leadership qualities in their writings
during the Classical era

(Bass,

1981:5).

Machiavelli's work The_

Prince was employed during the Renaissance as "a concise manual,

a

handbook for those who would acquire or increase their political
power"

(Gauss,

1952:8).

Max Weber's thoughts and writings are repre-

sentative of the period from the

late 1800's to the early 1930's.

In

his monograph The Theory of Social and Economic Organizations, (1947)
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Weber provides the reader with a blueprint for what is now referred to
as classical or traditional organizational structure which is primarily
suited for bureaucratic and quasi-military organizations.
growth of American industry in the early 1900's,
theory,

as postulated by Frederick W.

(1976:23)

scientific management

Taylor, was in vogue.

Drucker

notes that Taylor considered "workers to be machines and to

be used as machines."
hands of management.
gard for peoples'
1924 or 1930,

All power and control was to be placed in the
The concern was only for production with no re¬

needs or feelings.

W.

J.

During the Progressive Era,

1890-

an impressive body of legislation was passed to remedy

the crassest abuses of industrialism
243).

With the

Ghent

(1902:59-66)

(Commons,

1935;

Hofstadter,

notes that American businessmen,

1955:
in

response to various social pressures, began to develop a concern for
employees'
conditions.

personal problems,
Edward A.

Filene

on-the-job fatigue and poor working
(Hofstadter,

1955:243)

was one of the

few employers who encouraged labor participation in managerial decis¬
ions.

The concept of having efficient and productive workers by ac¬

counting for their emotional and psychological well-being began to
emerge

in progressive thought

(Mayo,

1945:23).

A concern for both task

and people as well as the implications of this concern for productivity
and profit subsequently would be researched,

developed,

and tested by

sociologists and psychologists to the present day.
The basis for leadership studies appears to be synonymous with
man's quest for the improvement of his condition,
tions or corporations) ,

and himself.

organizations

(na-

If one subscribes to the idea
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that history is linear,

i.e.,

the belief in the idea of continuous

human progress and that man has developed his capacities by learning
and experiencing from past generations
cyclical

(Spengler,

1917;

Toynbee,

(Carr,

1947),

had followed discernible life cycles,

1961),

i.e.,

as opposed to

that historic cultures

it is reasonable to assume that a

combination of consideration and initiation of structure
1953:153-158;

Halpin and Winer,

1957)

of managers and employees alike.

most effectively meets the needs

The observation of leaders and their

various styles has given researchers
1981;

Blake and Mouton,

1979;

(Fleishman,

(Likert and Likert,

Cribbin,

1981)

1976;

Bass,

enough data to allow them

to predict what management styles work least effectively and those that
work best in a given situation
Schriesheim,

Murphy,

(Hemphill,

and Stogdill,

1950?

1974).

Campbell,

1961;

Kerr,

The apparent goal was to

develop a leadership style that best suited all situations and provided
substantial gains to managers,
period of time.
(1978) ,

As Stogdill

employees,

(Bass,

and clients over a prolonged

1981:5)

states,

"for J.

M.

Burns

leadership is one of the most observed and least understood

phenomena on earth."

Leadership Ability:

The

Acquired or Inherited?

first Lewis Burnwell,

born in Bedfordshire in

1621 had come to Virginia as sergeant major of a
county military company to establish a notable^
line which included many members of the Colony s
House of Burgesses...There were many other noted
relatives:
Carter,

Patrick Henry,

Philip Ludwell,

Robert

John Grimes of the Governor's Council...

Lewis Puller had another cousin who would become
a famous
7-8) .

soldier:

George S.

Patton

(Davis,

1962:
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Another leader is born,

destined to lead men through hell and fire

and encourage them when the odds are less than impossible.
Sir do you know they've cut us off?
tirely surrounded.
Those poor bastards,

We're en¬

they've got us right where

we want 'em.
We can shoot in every direction
now (Davis, 1962:2).
A person who is able to console his men when it is appropriate and
necessary.
All right Marines!

Remember who you are.

Nobody ever fought with a better outfit.
are going to get on the beach,
warm clothes,
ers.

eat hot food,

We

get on some

and get hot show¬

Then we'll fight somewhere else again.

You're the first Marine Division
5) .
The man quoted is General Lewis

(Davis,

(Chesty)

noted to be America's greatest fighting man
biography Marine,

author Burke Davis

(1962)

lating Puller's leadership ability with his

1982:

Puller,

(Davis,

a Marine and

1964).

In his

makes a point by corre¬
"great"

lineage.

He al¬

ludes to the notion that family background and good genetic traits were
predominant factors
Manchester
1964,

(1978),

in the famous general's rise to greatness.
in his work American Caesar:

William

Douglas MacArthur,

1880-

makes a similar point in his prologue when he links MacArthur to

notable ancestors in medieval times.
According to one of them,
(MacArtair is the Gaelic
of the Arthurian legend,

the MacArthurs
spelling)

are part

being descended from

the sixth-century Briton who though no king
and the possessor of no Round Table,

did lead

Christian warriors against invading Saxons
(Manchester,

1978:31).
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G.

Gordon Liddy

(1980)

lineage and genetic traits.
Liddy

(1980:54-55)

in his autobiography,

will,

discusses his

Explaining his approach to find a mate,

provides the reader with this description of Frances

Ann Purcell:

Frances was of Dutch and Irish descent—her late
father had been a naval officer in World War I
and survived torpedo damage to his ship in the
Notth Atlantic...Her mother was a charming,
powerfully built woman...I knew she was the
woman I wanted to bear my children.
Celt of high intelligence,
physical size,
it all...

strength,

and beauty,

These are examples of authors who,
sciously,

A Teuton/

a mathematical mind,

employ the Great Man theory

she had

whether consciously or uncon¬

(Galton,

1869)

leadership ability on the basis of one's heredity.

to demonstrate
Implicit in this

methodology is the belief that leaders are born,

not made,

leadership is an inherited trait

James,

1913;

Wiggam,

1931;

Dowd,

1936;

(Carlyle,
Jennings,

Tied to and supported by Darwin's
lished in his

1841;

and that

1880;

Woods,

1960).

(1860)

scientific research,

famous work The Origin of the Species:

pub¬

By Means of Natur¬

al Selection or the Preservation of Favored Races in the Struggle for
Life,

allusions to the Great Man theory persist in writings regarding

prominent,

successful,

and powerful individuals.

It is also interesting

to note that despite numerous empirical studies attributing other fac¬
tors to leadership potential and ability,

there remains a residue of

the analogy that good blood makes good leaders.
For later researchers the notion of heredity and its relationship
to leaders took a back seat and a new theory emerged.

The search for
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the

leadership

trait began

ceding World War

(Rice

II

and Chemers,

idea was

that

if

ferentiate him

a

Smith

1974:92).

leader

and Krueger,

subscribe

certain

to

1926;

1933;

As

traits

Bingham,

1940;

such

as

fluency of

(Bass,

skills,

traits

germane

Walsh,

and

that these

ters,

and

(1953)

so on.

vide models

writers does

the

are

searchers'

sense

leaders,

Tead,

Jenkins,

is an

to

the Trait

1929;

"the

that dif¬

identify

theory of

Kilbourne,

1947).

These

1935;

scholars

individual who possesses

intelligence,

superior

responsibility,

Walter F.

stables

for

Murphy's

coupled with

whether

life

fictional

they are

regardless of

judg¬

integrity,

and who possess

the most part,

minds

(1980)

to

1975:82;

Declan

or

real

life charac¬

supposed to possess,

their heritage.

is disregarded as having

the

and the Trait theories

(Knezevich,

such as

experience tells one

lack of appropriate bloodlines?

too many exceptions

Great Man

to

leadership are,

it mean that a person

of

rise

from the proper

James Bond,

Common

good

potential because

There

should be possible

1927;

notes,

superior qualities

speech,

leadership qualities

of

1981:27)

They are creations of writers'

exceptional people,

the

leadership research

(Bass,

insight,

to effective

characters.

Ian Fleming's

forty-year period pre¬

1981:43-68).

The men and women who are

fictional

it

the concept that a leader

conviction

those

Stogdill

endowed with

Bird,

or

first phase of

assumption gave

ment and decision-making

and

is

thirty-

followers

This

(Bernard,

the

signaled

from his

these qualities."

leadership

and

in

rule

that tend

(Handy,

To these

leadership

Hardly not:

to discredit both

1976:90).

Sashkin and Garland,

pro¬

Other

1979:71;

re¬

Collons,
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1980:70)

findings also support the notion that leadership,

heredity,

and traits are not necessarily related or essential for one to possess
in order to be a successful leader.

Rice and Chemers

(1974:92)

note

that "two extremely thorough reviews of the trait studies by Stogdill
(1948)

and Mann

search.

(1959)

effectively closed the door on this line of re¬

These authors concluded that while certain traits such as

intelligence,

showed consistent relationships with leader status,

such

relationships were far too weak and equivocal to be of any psychological
significance.

Yet these theories are still prevalent among some suc¬

cessful people.
Leadership training is effective,

however if the

trainee does not have the basic leadership quali¬
ties,

the training will be to no avail

(Wolter,

1980).
It is reasonable to assume that an honest and moral person is a
more desirable candidate for public office and that an intelligent,
energetic

individual

project.

These are universal qualities sought among those who would

assume

is more likely to complete a large and arduous

leadership roles in organizations.

It is interesting to note

that characteristics attributed to great men like Douglas MacArthur
have their drawbacks and limitations;
for a closed organizational
Weber

(1947)

i.e.,

they may only be suited

structure such as the model postulated by

or for the arena of combat.

Ingari

(1982:18)

suggests

that the Trait theory has the effect of screening out entire groups of
people who may fail to fit an idealized picture of what leaders should
be like,

thus implying that leaders are born or that they acquired all

the necessary characteristics of leadership before they assumed a
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position of or a role as a leader.
ability to change.

These theories deny people the

Suffice it to say,

leaders emerge from all back¬

grounds and circumstances and come in various sizes and shapes.

Leadership Theory:

Ingari

(1982:21)

1945 to the Present

notes that "according to Stogdill

modern leadership theory began with C.

L.

Shortle organizing the Ohio

State Leadership Studies in 1945 at a time when
way of satisfactory leadership theory.'"

'nothing existed in the

The differences between the

early theorists and those of today are twofold
1.

(1974:128-129)

(Bass,

1981:6):

The earlier theorists failed to consider interaction between

individual and situational variables;
2.

They tended to develop more comprehensive theories than their

more recent counterparts.
Based on those post-World War II studies conducted by the Bureau of
Business Research at Ohio State University,
leadership behavior were identified:
eration
Lippitt,
Mouton,

(Stogdill and Coons,
1938;
1964;

Fleishman,

1957).

1953;

Vroom and Yetton,

1974;

initiating structure and consid¬
Many researchers

McGregor,

Bowers and Seashore,

1966;

persuasive,

goal emphasizers,

with subordinates

1960;

1981)

work facilitators,

(Bass,

1981:291).

1967;

1961;

Blake and

Heller,

1969;

described leaders who

authoritarian,

concerned with production,

(Lewin and

Likert,

Fiedler,

Bass and Barrett,

initiate structure as being autocratic,
ercive,

two major dimensions of

directive,

co¬

lone decision makers,

and task oriented when interacting
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These seme scholars construe consideration in leader behavior to
exist when the leader is considerate,
ticipative,

employee-centered,

facilitating interaction,
decision maker,

democratic,

consultative,

concerned with people,

par¬

supportive,

a relations oriented individual,

a joint

and an ideologist when dealing with employees

(Bass,

1981:292).
Thus,

as Halpin

(1959:4)

notes,

initiating structure occurs when

a leader delineates the relationship between himself and members of the
work groups and endeavors to establish well-defined patterns of organ¬
ization,

channels of communication,

versely,

consideration,

(Bass,
ship,

1981:292),

and methods of procedure.

Con¬

characteristic of the follower focused leader

can be described as behavior indicative of friend¬

mutual trust,

respect,

and warmth in the relationship between

supervisors and subordinates.
Initiating structure and consideration were for the first time
plotted on the ordinate and abscissa axes respectively rather than on
a continuum,

in order to graphically illustrate the various combina¬

tions of leadership behavior
State Leadership Quadrants

(Hersey and Blanchard,

(Figure 1)

field such as Fiedler

and Likert

(1976),

(1967),

and prominent researchers in

Hersey and Blanchard

Blake and Mouton

(1979),

and House

At this juncture it is possible to divide
into three categories.
scribed to,

The Ohio

have had a dynamic impact on

every major model of leadership theory,
the

1972:74).

The first theory,

(1972),

Likert

(1981).

leadership theorists

and probably the least sub¬

is the belief in or preference toward the leader or
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task-focused approach
proach

(Weber,

and Bowers,

1947).

1963;

(Miner,
Second,

Likert,

1974;

or the classical scientific ap¬

there are those individuals

1967)

there are those researchers
Yetton,

1968)

who support a follower focus.

(Fiedler,

Bass and Valenzi,

1974)

style employed depends on environment,
particular leader,

(Seashore

1967;

Heller,

1969;

Third,

Vroom and

who contend that the leadership
the organization,

the task,

and the particular followers involved

(Bass,

the

1981:

292) .
The

failure to find any leader traits,

styles or

patterns of behavior that were consistently re¬
lated to effective group performance suggests the
need to consider situational factors.

Arguments

for the importance of situational aspects were
buttressed by the appearance of several studies
which indicated that purely situational variables
such as task demands (Shaw, 1963; Stogdill and
Koehler, 1952), communications networks (Leavitt,
1951),
1950)

seating and spacing arrangements
and member characteristics

(Gibb,

(Steinzer,
1947)

strongly affect patterns of leadership emergence,
behavior and effectiveness

(Rice and Chemers,

1974:94).
A consideration of situational parameters has become increasingly more
popular and is the next topic of discussion.

Situational Leadership

Previously mentioned was a leadership style which depends on the
environment,

the organization,

the task,

This approach to the study of leadership,
Contingency Theory,

the leader,

and his followers

commonly referred to as the

has been conducted for many decades

22).

Several

scholars

(Fiedler,

1974;

Wynn and Hunsaker,

1975;

1967;

House,

1968;

Osborn and Hunt,

(Ingari,

1982:

Bass and Valenzi,

1975)

have developed
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theories based on the contingency model but the 1970's was dominated
by F.

E.

Fiedler

(Bass,

1981:32).

The Contingency Model postulates that the effective¬
ness of a group is contingent upon the relationship
between leadership style and the degree to which the
group situation enables the leader to exert influ¬
ence (Fiedler, 1967:15).
Fiedler

(1967:151)

improved in two ways:

notes that in this model performance can be
(1)

by modifying the leader's style;

modifying the group task situation.

and

(2)

by

He further believes that high

levels of positional power allow a leader to increase effectiveness by
providing rewards and punishments so that one may alter leader-member
relations as well as increase subordinate compliance with directions
and policies.
Fiedler

(1967:11)

defines leadership as an interpersonal relation¬

ship in which power and influence are unevenly distributed so that one
person is able to direct and control the actions and behaviors of
others to a greater extent than they direct and control his.
this definition Fiedler's
of leadership:

first,

(1967:13)

Based on

theory postulates two major styles

the task-oriented leader who satisfies his need

to gain self-gratification from performing the task;

and second,

the

leader who is primarily oriented toward attaining a position of prom¬
inence and toward achieving good interpersonal relations.
(1967:13)
worker

Fiedler

developed two instruments known as the Least/Preferred Co¬

(LPC)

and the Assumed Similarity between opposites

(ASq)

to

measure leadership styles by means of interpersonal perception scores

which ask the leader to

describe his most and least preferred
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coworkers.

Based on data gathered from these instruments Fiedler was

able to determine that in terms of promoting group performance,

the

task-oriented type of leadership style was more effective in group
situations which were either very favorable for the leader or which
were very unfavorable

for the leader and that the relationship-oriented

leadership style was more effective in situations which were intermedi¬
ate in favorableness.

He

(Fiedler,

1967:13)

defines favorableness of

the situation as the degree to which the situation enables the leader
to exert influence over his group.

Thus Fiedler does not subscribe to

the concept of the one best style of leadership but believes that any
leadership style can be successful when employed in a favorable situa¬
tion.

He describes leadership styles along the following three dimen¬

sions :
1.

A leader's concern for people;

2.

A leader's concern for task;

3.

A leader's power and authority based on the position held.

For Fiedler

(1967:261):

Leadership performance depends then as much on the
organization as it depends upon the leader's own
attributes.

Except perhaps for the unusual case,

it is simply not meaningful to speak of an effec¬
tive

leader or of an ineffective leader;

we can

only speak of a leader who tends to be effective
in one situation and ineffective in another.

If

we wish to increase organizational and group effec¬
tiveness we must learn not only how to train lead¬
ers more effectively but also how to build an or¬
ganization environment in which the leader can
perform well.
The effective

leader finds a leadership situation or position that is

most favorable to his current leadership style not the one best style
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of leadership
1976:134;

(Graen et al.#

1970:287;

Fiedler and Mahar,

1979:46).

Fiedler,

and Mahar,

Because one's personality is

synonymous with one's leadership style Fiedler,
(1976:152)

Chemers,

Chemers,

and Mahar

believe that a change in one's leadership style equates to

a personality change,

i.e.,

a highly unprobable occurrence.

Instead

they suggest that it is much easier to change one's situation.
Fiedler's contingency model has been evaluated in three areas.
They are as follows:
1.
Alvares,

The validity of the model.
Orris,

and Martella

may be off target:

Ingari

(1970:285)

McMahon,

1972)

notes that Graen,

appear to agree that Fiedler

"evidential probability...casts grave doubts on

the plausibility of the contingency model.
1973;

(1982:25)

Other researchers

concur with this assessment.

Hunt

(Ashour,

(1974:100)

questions the validity of the model because of the following:
First,

the contingency model is a theory with im¬

portant and wide ranging implications of both a
theoretical and applied nature.

Recent revisions

have extended both the scope and potential ramifi¬
cations of the theory.

For this reason alone,

validity question is paramount.

Secondly,

the

the con¬

tingency model,

as it was first fully presented

(Fiedler,

was largely based on the restruc¬

1964)

turing and arrangement of previously collected data.
The contingency model,

then,

is especially suscep¬

tible to criticism that it is merely a post hoc
arrangement of data resulting in a formulation
which is conceptually pleasing,

but which has no

predictive validity.
A more recent study by Robert P.

Vecchio

(1977),

in which he

avoided contaminating the data by taking all precautions advocated in
the relevant literature,

"cast serious doubt on the validity of the
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contingency model as
Ingari,

it is presently understood"

(Vecchio,

1982:26).

2-

The

limitations and weakness of the contingency model.

the areas in which the model should be further developed.
106)

1977:203;

notes that

(1)

atmosphere scale,
studies;

(2)

the questionnaire measurements,

Hunt

i.e. ,
(1974:

such as the group

pose a problem in terms of comparability across

there is an extensive problem of the dimensionality and

anchoring of the situational favorableness dimension.

Each of the

three variables which determine favorableness is typically dichotomized
into two levels.

This procedure results in a ranking of eight differ¬

ent combinations rather than a true continuum;

(3)

a problem exists

with situational variables which are not included in the favorableness
dimension such as stress
cultural heterogeneity
1961),

training,

3.
Hunt

1973),

1966;

Fiedler,

(Coska and Fiedler,

1965),

linguistic or

Meuwese,
1972),

and organizational climate

and Oonk,

leader status

(Coska and

1972).
Leadership training and experience in the contingency model.

(1974:108)

(1970)

(Fiedler,

experience

(Rice and Chemers,
Fiedler,

(Meuwese and Fiedler,

informs us that Campbell,

Dunnette,

Lawler,

and Weick

reviewed the limited literature on leadership training for or¬

ganizational effectiveness and reached two conclusions:

first,

the

research on training effects has not been adequate to test those ef¬
fects due to poor design,

and second,

in some

absence of controls,

and inadequate criteria

studies which were adequate to test for training
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effects,

the results were mixed and did not inspire great confidence in

the efficacy of leadership training.
Argyris

(1957:4-9)

notes that in order to properly diagnose a

situation one must take into account the following situational vari¬
ables :

1*

Individual factors that require an understanding of person¬

ality factors and principles;
2.

Small informal group factors that require understanding

principles of social psychology,

one aspect of which is group

dynamics;
3.

Formal organizational factors that require an understanding

of traditional principles of organizing people
command,
As

Ingari

specialization of tasks,
(1982:26)

plied in Argyris'

suggests,

(staff-line,

production layout,

chain of

and control).

"the number of situational variables im¬

statement would appear to make a truly accurate

assessment of a given situation a very formidable task for a leader."
This poses a problem with regards to time constraints and resources
available to a leader and reduces the probability that a leader will
accurately diagnose a given situation.
ship style will be based on partial,
above situation and variables.

In reality,

choice in leader¬

often inaccurate data given the

Conversely,

altering the situation to

suit one's leadership style is highly unprobable.
Fiedler

(1976:151)

recommends that knowing one's leadership style

and being able to identify the amount of control of the situation
facilitates good performance in the given circumstances.

Thus a
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leader

should be

form well.

to

identify

This matching of

harmonious

"static

able

so

that

style

(Ingari,

minimizes

a group

the

that

is

(1976:110)

likelihood of

selecting an appropriate

im¬

leader"

Path-Goal Theory of Leadership

second contingency theory to be

the path-goal

theory of

Gary Dessler.

The

porting

theory

is derived

(1958),

al.

Vroom

and Cummings

(1967),

444).

(1981:312)

House

theories

is

that

(1957),

behavior

is

a

result

(personal

a

utilities

Based on

behavior

he

perceives

his

or

this

engages

to be

subjective

and

from previous

(1968)

first,

outcome;

and

one expects

second,

(Bass,

result of two

associated with the

estimate

ad¬

forth

Galbraith

1981:31,

of

the

in a specific

that the behavior

sum of

that one derives

theory of motivation an

a

and

research sup¬

(1968),

on an individual to engage

satisfactions)

in as

House

theory of motivation put

and Lawler

is

that the central concept of expectancy

function:

specific

Robert J.

Porter and Lawler

(1969),

notes

force

twofold

in

(1964),

Graen

the

in this chapter

from the path-goal hypothesis

the broad class of expectancy

by Atkinson

discussed

leadership as postulated by

vanced by Georgopoulos et

(2)

style with

not per¬

1982:27).

The

he

(which)

that realized by

The

come.

leadership

in which he will

coincides with Likert and Likert's

view of organizations

provement beyond

will

the

situations

individual

factors:

outcomes

of

(1)

the valences

from the out¬

chooses

the

the valences

the behavior;

and

the probability that his behavior will
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indeed result

in the outcomes.

matically by Vroom

Evans

(1968:14)

Vroom

(1964)

parts

that have

quotes

(1964)

The

expanded the

findings

cognition of

lar outcome,
the

theory

it

concept of

(1968)

to account

House

(1968)

path

akin to

theory or path

leadership.

to which
will

IV

intrinsic
a

(but not

a

identical

to)

introduced by Vroom.

(1971)

conflicting

following

in

that

and it

"its predic¬

is not an

findings."

formulas to extend Evans'

instrumentality:

EV.
i

extrinsic valences

2i

associated with work goal

accomplishments
instrumentaltiy of behavior

for work-goal

attainment
path

P

associated with work-goal

accomplishments

path

1

valence

instrumentality

valences

into

(1981:322)

following

situational variables

the

House

it down

lead to a particu¬

from House's

(other)

employed

by breaking

motivation to work

M

P

(1971)

(1967)

follows:

'expectancy'

differs

for

as

the degree

are not contingent on

attempt

to

(behavior)
is

(1967).

expectancy theory as postulated by

specific relevance

(1968:14)

substantiated mathe¬

and by Galbraith and Cummings

particular path

tions

theory was

and Galbraith and Cummings

Evans'

Evans'

This

of work-goal

for extrinsic
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this

to

two

formula

the

individual makes probability estimates with

linking points connecting behavior with its outcomes,

jectively places values

(1981:320)

on the outcomes"

(House,

degree of path instrumentality of one's

and

1981:322).

the magnitude of these probability estimates

behavior

respect

sub¬

For House

indicates the

for work-goal

accom¬

plishment and valence.

In this manner House

leader behavior

such as

authoritarianism,

tality

as well

cally affects

The

the

end

hance

is

the

former

theory of

tion to perform or

of

initiating

(Bass,

of

the

in

formally,

ment and making

it,

tunities

House

were

attempt

(1974:40-41)

tested.

They

structure,

and valence

strategic

states of

research

to

subordinates

to

systemati¬

leader

that result

(House,

the

is

to en¬

in motiva¬

1974:30).

leader consist

for work-goal

attain¬

easier to travel by clari¬

route

earlier

follows:

the

job"

subordinates

satisfaction en

as

task

the development of

functions of the

and pitfalls,

strengthen

is

functions of

and

increasing the oppor¬

(House,

findings

developed a new test of his

are

and instrumen¬

"A basic proposition of

the motivational

road blocks

consideration,

the group's

satisfaction with the

for personal

In an

(1971)

the path to these payoffs

reducing

analyze dimensions of

1981:444).

leadership.

increasing personal payoffs

fying

influence,

to

as explain how the nature of

that one

less

leader

hierarchical

the psychological

Stated

was able

result of House's

path-goal

theory

a

(1971)

1971:324).

of his

theory.

theory,

Two hypotheses
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Hypothesis 1.
Task structure will have a negative
moderating effect on the relationships between in¬
strumental leader behavior and the following depen¬
dent variables:
intrinsic and extrinsic satisfac¬
tion of subordinates,

role clarity and expectancies

that effort leads to performance and performance
leads to rewards,

i.e.,

the lower the task struc¬

ture the higher will be the relationship between
instrumental leader behavior and the dependent
variables.
Hypothesis 2.

Task structure will have a positive

moderating effect on the relationship between sup¬
portive leader behavior and the following dependent
variables:

intrinsic and extrinsic satisfaction of

subordinates,

expectancies that effort will lead to

performance and performance will lead to rewards,
role clarity and satisfaction with co-workers.

This

assumes that when tasks are unstructured, i.e., more
complex and varied, the challenge of the task is
likely to be more intrinsically satisfying.
The measures House
1.

(1974:42)

employed were as follows:

The moderator variable - the task structure framework

mentioned in hypotheses 1 and 2.
2.

The independent variables - subjects'

perception of the

behavior of their leaders.
3.

The dependent variables - subjects'

clarity,

satisfaction,

role

and expectancies that effort leads to effective performance

and performance leads to reward.
In order to elucidate House and Dessler's findings
28-29)

Ingari

(1982.

has developed a graph that is divided into four quadrants

(Figure 2)

which illustrates the path-goal theory as it relates to

leader behavior with task structure as the moderating variable.
The lower right-hand quadrant designated by roman numeral I
illustrates the following:

during subordinates'

performance of
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unstructured tasks

(i.e.,

more complex and varied),

should be low supportive and high instrumental.

the leader behavior

In other words,

behavior should be directed at clarifying role expectations,
specific tasks,

leader

assigning

and specifying procedures to be followed.

Ill

II

H S

H S

L 1

H 1

L S

L S

L 1

H 1

IV

High

Instrumental

Low

Behavior
Task
(Unstructured)

(Structured)

Figure
structure

2.

Path-Goal Theory related to task

(Ingari,

1982).

The upper right-hand quadrant designated by roman numeral
illustrates the following:

for more structured tasks,

II

leader behavior

should be both highly supportive and highly instrumental.
The upper left-hand quadrant designated by roman numeral III
illustrates the following:

when the structure of the task is
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increased

(as through repetition),

leader behavior should be highly

supportive yet low instrumental.
The lower left-hand quadrant designated by roman numeral IV illus¬
trates the following:

highly structured tasks require leader behavior

that is both low supportive and low instrumental.
Schriesheim and Schriesheim

(1981)

tested House and Dessler's

hypotheses on the moderating effect of task structure and found "no sup¬
port... for the moderating effect of task structure despite multiple
analysis and large and statistically significant differences in moder¬
ator variables"
1980:363)

(Ingari,

1982:29).

They

(Schriesheim and Schriesheim,

concluded that the relationship between leader behavior and

subordinate satisfaction and role clarity was not altered by task
structure.
Jermier and Berkes
leadership
1974)

(House,

1971;

(1979:6-23)

applied the path-goal theory of

House and Dessler,

to a police command bureaucracy.

1974;

House and Mitchell,

The study attempted to evalu¬

ate the role of the formal supervisor in building morale among subord¬
inates.

Drawing from path-goal leadership research and Kerr s

substitutes for leadership concept they

(Jermier and Berks,

(1977)

1979:6)

formulated a hypothesis similar to the ones illustrated in Figure 2.
Jermier and Berkes
volving path-goal

(1979:11)

note that "leadership research in¬

framework has been hindered by inadequate operation¬

alizations of the theory's major independent variables—instrumental
and supportive leadership."

They believe that the use of the Ohio

State leadership scales when testing the theory "impair the predictive
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accuracy of the theory's

leadership variables and contributed to the

confusion of conceptually distinct varieties of leader behavior."

To

correct this situation Jermier and Berkes employed scales to measure
instrumental and supporting leader behavior specifically designed for
use in path-goal hypothesis testing
The researchers

(Schriesheim,

(Jermier and Berkes,

that in a police command bureaucracy,

1979)

1978).

note in their findings

where there remain vestiges of

military ideology with classical organizational structure and where
leaders are viewed as commanders,
sonal,

highly directive,

subordinates opposed highly imper¬

authoritative leaders and routine tasks.

Leader participativeness and task variability were highly significant
predictors of both subordinates'

job satisfaction and organizational

behavior.
Jermier and Berkes' (1979:17)

research tested hypotheses derived

from the Path-Goal Theory and evaluated some exploratory hypotheses
which extended from the theory.

The results were consistent with

previous research conducted by House and Mitchell
(1974),

and Schuler

(1976)

(1974),

Kerr et al.

in that task variability determined which

leader behaviors were most effective.
"as suggested by the theory,

supportive

As Ingari

(1982:29)

notes:

leader behavior appears to be

an important variable...it obtained consistently strong relationships
with the dependent variables at all

levels of organization."

Thus,

it

appears

(at least as far as role clarity and job satisfaction arc con¬

cerned)

that supportive

nature of the task.

leader behavior is effective regardless of the
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Hersey and Blanchard's Life Cycle Theory of Leadership

The third contingency theory to be reviewed in this chapter is
that postulated by Paul Hersey and Kenneth M.
34)

Blanchard.

Bass

(1981:

notes that their theory of leadership effectiveness is a synthesis

of "Blake and Mouton's
(1977)

(1964)

managerial grid postulations,

3-D effectiveness typology,

Immaturity theory."

Reddin's

and Argyris'

(1964)

Maturity-

Unlike House and Dessler's

(1974)

focus on task,

Hersey and Blanchard concern themselves with another variable,
relationship.

They have developed quadrants similar to the managerial

grid of Blake and Mouton
ship styles"

that of

(Ingari,

(1964)

"which defines the four basic leader¬

1982:30).

Task behavior,

defined as "the extent

to which a leader is likely to organize and define the roles of the
members of his group

(followers)"

measured on the abscissa axis.

(Hersey and Blanchard,

Relationship behavior,

1974:82),

is

defined as "the

extent to which a leader is likely to maintain personal relationships
between himself and the members of his group
Blanchard,

1974:83),

(followers)"

is measured on the ordinate axis.

(Hersey and

Figure 3

illustrates the four basic leadership styles according to Hersey and
Blanchard

(1974).

Beginning in the lower left-hand quadrant and pro¬

gressing clockwise they are as follows:
low task and high relationship,
finally,

low task and low relationship,

high task and high relationship,

high task and low relationship.

and
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Figure 3.
The basic leadership styles
(Mersey and Blanchard, 1974:82).

The leader personality, or style, of an individual
is the bohavior pattern he exhibits when lie is in¬
volved in directing the activities of others.
The
pattern generally involves either task bohavior or
relationships behavior or some combination of both
(Mersey and Blanchard, 1974:82).
To this modol Mersey and Blanchard
sion, effectiveness.

(1974:83) add another dimen¬

(See Figure 4.)

Recognizing that the effectiveness of a leader
depends on how his leader personality interrelates
with the situation in which he operatos, an ef¬
fectiveness dimension should be added to the two
dimensional model (Mersey and Blanchard, 1974:83).
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Figure 4.
Adding an effectivness dimension
(Hersey and Blanchard, 1974:83).

By so doing,

one is able to integrate the concepts of leader style

with the situational demands of a specific environment
Blanchard,

1974:83).

(Hersey and

This suggests that effective leaders are those

individuals who "can vary their leader personality,

i.e.,

adjust their

task and relationship behaviors to fit the necessities of a particular
situation"

(Ingari,

1982:31).

Thus the contention is made that the

difference between the effective and the ineffective style of leader¬
ship is often not the actual behavior of the leader,

"but the appropri¬

ateness of this behavior to the situation in which it is used"
and Blanchard,

1974:84).

(Hersey
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Hersey and Blanchard

(1974)

expanded their Tri-Dimensional theory

of leader effectiveness previously discussed by including the variables
of maturity.

Their

(Hersey and Blanchard,

is "based on a curvilinear

(Korman,

behavior and relationship behavior.
crease,

1966)

1974:134)

Life Cycle Theory

relationship between task

As task behavior continues to in¬

appropriate leader behavior not only requires less and less

structure

(task)

while increasing consideration but should eventually

entail decreases in socioemotional support
and Blanchard,

1974:134)

(relationships)"

as illustrated by Figure 5.

(Immature)

.(Mature)

Figure
Leadership.

5.

Life Cycle Theory of

(Hersey
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The Life Cycle Theory of Leadership suggests that
which is low in maturity that the
relationships oriented;

(2)

(1)

in a group

leader behavior be high task and low

with the development of group maturity

leader behavior becomes high task and high relationships oriented;
(3)

with further group maturation leader behavior responds by being

high relationships and low task oriented;

and

(4)

at full group matura¬

tion leader behavior is low task and low relationship oriented.

The

leader style in this model is contingent upon whether the group
(followers)
Blanchard,

"progresses from immaturity to maturity"

(Hersey and

1974:135).

Himes

(1980:11)

notes that "the

all modes to the best advantage.

ideal

leadership style utilizes

This means that the situation prob¬

ably will determine the style used."

Thus,

leader behavior in situa¬

tional leadership models is reactive as opposed to pro-active,
pecially,

as the case in point suggests,

es¬

with regard to group maturity

or immaturity.
Besides eliminating the possibility of the one best style of
leadership,

this model raises many problems,

models of leadership theory

(Fiedler,

addressed in this chapter.

First,

1967;

as do other contingency
House and Dessler,

1974)

the leader must analyze the situ¬

ation to match the appropriate leader behavior for a given circum¬
stance.

As ingari

chard's model,

(1982:34)

notes,

"in the case of Hersey and Blan¬

this means determining the level of maturity or imma¬

turity of the group based on three criteria:

achievement-motivation,

the willingness and ability to take responsibility and task-relevant
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education and experience.”

The complexity of analyzing a group and

the time involved make this impractical and as Blake and Mouton
128)

note,

judgment about group maturity "can be little more than sub¬

jective calculation."

Second,

the tail to wag the dog?
followers,

(1978:

i.e.,

is it sound managerial practice to allow

Implied in the term leader is that there are

one who sets a course which others follow,

the course the group set.

Third and lastly,

Ingari

not follow

(1982:35)

suggests

that situational leadership hinders change in that the likelihood of an
immature group advancing to maturity as a result of being led by a high
task and low relationship leader,
anism and close supervision,
notes,

a style characterized by authoritari¬

is unacceptable.

As Finch

(1977:293)

the high task and low relationship style is "inimical to the

healthy growth and development of individuals,

groups,

and organiza¬

tions ."

Theorists of the "One Most Effective Style"

Throughout the previous
of leadership,
ship.

discussion regarding contingency models

references were made to the

"one best style" of leader¬

This concept runs contrary to the proponents

House and Dessler,

1974;

Hersey and Blanchard,

(Fiedler,

1972)

1967;

of situational

leadership.
...contingency advocates interpret leadership theory
and research as saying,
tive than another.
the situation.'
say,

'no one style

is more effec¬

The style you lead by depends on

One most effective style theorists

'There is one most effective style,

and it in¬

volves applying principles of leadership behavior as
these are emerging and becoming known in the behavioral
sciences'

(Blake and Mouton,

1982:275).

47

During the period from 1947 to 1957 researchers
Lewin,

1951;

Mouton,

1964,

McGregor,
1978)

1960;

Likert,

1967;

Argyris,

(Lippit,
1971;

Blake and

were drawn to the National Training Lab

(NTL)

virtue of its emerging emphasis on participative leadership
Mouton,
NTL,

1982:289).

1940;

by

(Blake and

They contributed to the origin and development of

a center for human relations research and training,

which was

sponsored by the Division of Adult Education Service of the National
Education Association and the Research Center for Group Dynamics at
the University of Michigan
velopment,

1953:1).

(National Training Laboratory in Group De¬

It is interesting to note that the situational or

contingency theorists were not present during the period of "intellec¬
tual

ferment and turmoil."

Schmidt,

1958),

Vroom and Yetton

(1973),

Bass & Valenzi

(1977),

McClelland

(1971).

These include Tannenbaum

(1974),

(1975),

(1973),

Reddin

Schultz

Leary

(1970),

(1966),

(1957),

Fleishman

Hersey and Blanchard

Fiedler

(1967),

and House

The only exception of a situational leadership theorist taking

part in NTL is Schmidt of Tannenbaum and Schmidt
Mouton,

(Tannenbaum and

(1958)

(Blake and

1982:289).

McGregor's

(1960)

Theory X and Theory Y were an attempt to "sub¬

stantiate the belief that the human side of enterprise is

’all of a

piece'—that the theoretical assumptions management holds about con¬
trolling its human resources determine the whole characteristic of the
enterprise"

(McGregor,

1960:

VI-VII).

These theories discuss two modes

of leadership that are diametrically opposed to each other.
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Theory X is the traditional view of direction and control of sub¬
ordinates by management and makes the following three assumptions about
human nature and human behavior:
1.

The average human being has an inherent dislike of work and

will avoid it if he can.
2.

Because of the human characteristic of dislike of work,

people are coerced,

controlled,

directed,

most

and threatened with punish¬

ment to get them to put forth adequate effort toward the achievement
of organizational objectives.
3.

The average human being prefers to be directed,

avoid responsibility,
above all

(McGregor,

has relatively little ambition and wants security
1960:33-34).

The Theory X leader subscribes to the
of motivation

wishes to

(McGregor,

1960:42)

"carrot and stick"

theory

and tends to employ power to coerce

subordinates to adhere to organizational goals.
Theory Y,

on the other hand,

is the more nontraditional approach

to management and is characterized by the integration of the individual
and organizational goals.

McGregor

(1960:47)

suggests that the

"ac¬

cumulation of knowledge about human behavior in many specialied fields
has made possible the

formulation of a number of generalizations which

provide a modest beginning for new theory with respect to the manage¬
ment of human resources."
the

Thus it is only natural that Theory Y makes

following six assumptions regarding human nature and human be¬

havior :
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1.

The expenditure of physical and mental effort in work is as

natural as play or rest.
2.
means

External control and the threat of punishment are not the only

for bringing about effort toward organizational objectives.

Man

will exercise self-direction and confidence in the service of objec¬
tives to which he is committed.
3.

Commitment to objectives is a function of the rewards associ¬

ated with their achievement.
4.

The average human being learns under proper conditions,

not

only to accept but to seek responsiblity.
5.
tion,

The capacity to exercise a relatively high degree of imagina¬

ingenuity,

lems is widely,
6.

and creativity in the solution of organizational prob¬
not narrowly,

distributed in the population.

Under the conditions of modern industrial life,

the intellec¬

tual potentialities of the average human being are only partially
utilized

(McGregor,

Argyris'

1960:47-48).

(1971:X)

Model

II

suggests how the quality of life can

be created and maintained within an organization so that the partici¬
pants can do the following:
1.
more

Produce valid and useful information especially about their

important problems.
2.

Make effective decisions.

3.

Generate a high degree of human energy and commitment to

their decisions in order to diligently monitor and effectively

implement them.
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Likert

s

(1961,

1967;

Likert and Likert,

a participative

leadership

support

followers

and concern

note

"the highest

Likert

for his

(1976:5)

in those

that

style

in which a

1976)

system 4 advances

leader demonstrates his

for them as people.

Likert and

levels of creativity are

organizations which deliberately

stimulate

found

innovative-minded-

ness by encouraging diversity and differences among persons engaged

tasks

where

imaginative

Both Argyris'

comparable

thinking yields valuable

(1971)

orientations

Model

and Likert's

to McGregor's

"relationships between a boss

with emerging behavior

II

and

(1960)

results."

(1967)

Theory Y

subordinate appear

science principles"

in

(Blake

System 4 are

in that the

to be congruent

and Mouton,

1982:

279) .

Blake

and Mouton:

As mentioned earlier,

1951;

McGregor,

1964,

1978,

ship

1960;

1979)

various

Likert,

New Managerial Grid

researchers

1967;

who believed

Argyris,

in the

(Lippit,

1971;

the

especially

that of McGregor

contained

1950's.

The

in the work of Blake

"They conceptualized a model

Managerial

Grid"

(Ingari,

for

and Coons

Likert

in the

(1967),

Stogdill

(1964,

mensions of

leadership behavior as

The grid is

(1957),

late

and Argyris

1978,

1940's

(1971)

1979).

leadership which they call

research of

leader¬

their thoughts and research,

and Mouton

1982:36).

Lewin,

concept of participative

culmination of

(1960),

1940;

Blake and Mouton,

congregated at the National Training Laboratory

and during

is

The

the

a derivative

of the

which identified two major di¬

initiating

structure

and

51

consideration,

respectively,

ically

The

and plotted them on the ordinate

rather than on a continuum,

the possible

outcomes of

New Managerial Grid,

to plot concern

added

leadership

to

illustrated

in Figure

the

following modes of

for people

low concern

people

and

3.

the

people

signifying

people

and high

5.

in concern

reader will note

located on the

is

characterized by both a

lower

left-hand

low concern

for production.

is

located on

the upper

situationed

the upper

is high

left-hand

in concern

for

right-hand quadrant of

in the

behavior which

in concern

for

is

lower

right-hand

low in concern

for

for production.

Organization Man Management,

production.

the

for production.

leader

in concern

illustrates

They have

leader behavior which is both high

exemplifies

system

for production.

Authority-Obedience,

quadrant,

employ a grid

styles and capsule descriptions

leader behavior which

in concern

and high

4.

for

low

their work,

is

Team Management occupies

grid

grid,

five

Country Club Management

a

in

leadership styles:

leader behavior

quadrant designating

illustrate graph-

for people.

Moving clockwise

quadrant because

2.

to

studies by developing a grid based on

Impoverished Management

and a

(1979)

and concern

The

6.

in order

leader behavior.

and Mouton

former

styles.

are

1.

Blake

for production

a new dimension

different

such

and abscissa axes

a moderate

concern

located

in the

for people

center

of

and a moderate

the

concern
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High

9

1,9

9,9

COUNTRY CLUB MANAGEMENT

TEAM MANAGEMENT

Thoughtful attention to needs of
people for satisfying relation¬

Work accomplishment is from
committed people; interde¬

ship leads to a comfortable
friendly organization atmos¬

pendence through a "common
stake" in organization pur¬

CONCERN FOR PEOPLE

phere and work tempo.

pose leads to relationships
of trust and respect.

5,5
ORGANIZATION MAN MANAGEMENT

—

Adequate organization perfor¬
mance is possible through bal¬
ancing the necessity to get out
work with maintaining morale of
people at a satisfactory level.

9,1

1,1
IMPOVERISHED MANAGEMENT

_

AUTHORITY-OBEDIENCE

Exertion of minimum effort to get

Efficiency in operations re¬

required work done is appropri-

sults from arranging condi¬

_ate to sustain organization

_

tions of work in such a wav
that human elements interfere

membership.

to a minimum degree.

1
Low

1

9

Low

High
CONCERN FOR PRODUCTION

Figure
and

Jane

S.

6.

The Managerial Grid by Robert R.

Mouton.

Blake
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The 1,1 management style is appropriately termed "Impoverished
Management" because the leader has "emotionally"

resigned and retreated

into indifference and his only motivation is to stay in the system
(Blake and Mouton,
(Wolter,

1976)

1979:58).

This type of person is a "hanger on"

whose major concern is to do as little as possible,

build seniority,

and receive rather than give.

The net result is that

fellow workers and the organization lose substantially due to irrespon¬
sible

leadership.
This manager assigns subordinates whatever tasks
must be done and gives them more or less full
discretion in completing them...this is more
abdication than delegation
1979:62).

(Blake and Mouton,

The 1,9 or "Country Club Management"

style is so labeled because

the main concern is for relationships not production.

Most of the

leader's energy is exerted to maintain relationships based on the
assumption that other members of the group will come to the aid of
those who are ill or behind schedule.
When relationships are accepting the 1,9 manager
feels emotionally secure.
Because of the desire
to be liked by them, he is likely to be excessively
attentive to what subordinates,

colleagues,

and

bosses think...(At meetings topics are avoided be¬
cause they might imply work pressure or criticism
of a person.

Meetings continue to be important to

organizing tasks.

Under these conditions people

are not anti production in the sense of actively
resisting,

but because of the lack of interest

of their manager

(in task),

they tend to become

less and less involved in the work itself
and Mouton,
The

9,9 mode,

(Blake

1979:41-43).

better known as

"team management"

is the crown

jewel of The New Managerial Grid and is the most preferred leadership
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style of Blake and Mouton

(1979).

Team management integrates a high

concern for production coupled with an equally high concern for
people's needs.

As Blake and Mouton

(1979:95)

suggest,

"it is goal-

oriented and seeks to gain results of high quality through participa¬
tion,

involvement,

commitment and conflict solving."

Production

through integrating people into achievement means involving their emo¬
tions and ideas in solving problems through teamwork.
makes

synergistic consequences possible.

Joint effort

A 9,9 oriented manager de¬

sires to make a contribution to corporate success coupled with a com¬
mitment to involve others with whom he works.
voluntarism,

spontaneity,

openness,

These values promote

and responsibility shared with

others in accomplishing clear and challenging goals.

This coupling

of contribution with caring has been said to encompass head and heart.
The most common leadership style and closely related to the mode
advocated by Weber's Classical Organizational Theory,
ty-Obedience"

style leader maximizes concern for production but holds

little regard for the needs of subordinates.
(Kenney,
ment,
and

1981)

this

the 9,1 "Authori¬

as the "godfather"

Referred to by some

approach to organizational manage¬

style employs force to gain compliance from subordinates

is characterized by the abuse of power.
The 9,1 oriented manager often concerns himself with
the actual design of the work and other arrangements
at lower levels.

Jobs are defined in terms of oper¬

ational requirements.
contribute

People are not expected to

ideas to the task;

their job is to turn

out results.
The primary advantage of work simplifi¬
cation and the division of activities into segments,
for example,

is that judgment and decisions that con¬

cern anything more than simple procedures are re¬
duced to a minimum...(The manager’s) determination
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to overcome obstacles and overpower opposition is
seen as headstrong, yet his performance results
are likely to be on the plus side, particularly
for the short term (Blake and Mouton, 1979:17-19).
In the middle of the grid lies the 5,5
ment"

style.

"Organization Man Manage¬

This personality is noted for "not making waves" and

"splitting the difference."

As

Ingari

(1982:39)

notes:

most of their energy trying to maintain the status quo.
are aware of it or not,

"They spend
Whether they

they use a contingency approach to leadership

responding to the variables in particular situations."
A 5,5 orientation to managing is responsive leader¬
ship.

Many ways of moving forward,

always in step

with others and never in the lead,

typify the ap¬

proach.
It stays within the boundaries of what
everyone else is doing as the ultimate criterion for
appropriateness or pertinence.
philosophy of GRADUALISM,

sation or by trial and error,
direction or by experience.
otic,

nor is it coherent.

This amounts to a

where change is by improvi¬
not by goal-oriented
The result is not cha¬
It is more likely to be

conformity-centered and to come out piecemeal and
makeshift.
According to this line of thinking,

a manager does

not command or direct to get the job done so much
as he motivates and communicates.

His approach is

to request and to sell in order to get people to
want to work.
...His goal is to avoid
(subordinates)
Mouton,

'pushing'

beyond what they

are ready to agree with

(Blake and

1979:76-77).

The consequences to an organization when one subscribes to the
"impoverished Management"

or the 1,9 "Country Club Management"

1,1

leader¬

ship modes are obvious to both researchers and heads of organizations.
It is doubtful that such a personality would be hired,
cover for a covert operation,
ship orientation,

unless as a

as in intelligence work.

as Blake and Mouton

(1979:25)

suggest,

The

5,5 leader

is congruent
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with situational or contingency modes of leadership,
tioned previously.
tenderi"

The

This style will be dispensed with as "nolo con-

later in this section.

"Team Management"

which were men¬

The 9,1 "Authority-Obedience" and 9,9

approaches deserve further comment.

"Authority-Obedience"

style leader functions under a we/they

dichotomy in which subordinates are viewed in the following light:
"5 percent of the people work;
would rather die than work"
Weberian

(1947)

10 percent think they work;

(Argyris,

1971:XII).

85 percent

In accordance with

principles, managers of the 9,1 orientation are cau¬

tioned not to become too self-conscious or get too close to people.
As the term suggests

"authority-obedience"

style leaders when thwarted

in their attempts to impose their will on followers may resort to puni¬
tive action.

As implied in the expression "godfather" approach"

the

consequences to subordinates for noncompliance may range from mild
reproaches,
actions.
1980;

dismissal,

Studies and research

Sims,

comes of the
1.

and in some arenas more serious and far-reaching

1980;

(Gordon,

Cobb and Margulies,

"Authority-Obedience"

1977;

1981)

Kotter,

1979;

Szilagyi,

suggest the following out¬

leadership style.

A causal relationship exists between punitive leader behavior

and subordinate work dissatisfaction.
2.

Punitive behavior is incongruent with effective managerial

behavior for influencing employees.
3.

Authoritarian leadership strips subordinates of power,

sulting in a suppression of participation,

ward flow of influence.

collaboration,

re¬

and the up¬
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In sum Kotter

(1979:15)

notes that due to a type of symbiotic

relationship between the "Authority-Obedience"
inates,

leader and his subord¬

controlling others solely on the basis of power associated

with one's position simply does not work."
The antithesis to the authoritarian mode of leadership is the 9,9
integrative team management approach.
agement"

Implied in the term "team man¬

is the concept of working together,

communicating,

striving and solving conflict to achieve a common goal.
that subordinates can be trusted,

want responsibility,

sharing,

This assumes
and aid in or¬

ganizational and personal growth due to participating in the decision¬
making process as well as in production.

At first glance this is the

most sensible way to run an organization,

as proponents

1960;

Likert,

1967;

Argyris,

1971;

best style overwhelmingly concur.

Blake and Mouton,

al.,

1974;

of the one

is viewed in quite a different

(Hersey and Blanchard,

Bernadine and Alvares,

1982)

The 9,9 integrative leadership style

as the "one best style of leadership"
light by contingency theorists

(McGregor,

1976)

1972;

Kerr et

who conclude the following:

1.

A single ideal type of leader behavior appears unrealistic.

2.

The concept of the

"one best style of leadership"

as a

panacea is almost too good to be true.
3.

It is an oversimplification of complex organizational prob¬

lems to assume effective leadership encompasses a high concern for
people coupled with a high concern for production.
The most salient criticism of the
and Mouton

(1967)

"one best style"

a la Blake

is postulated by Hersey and Blanchard

(1972:86).
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In examining the dimensions of the Managerial Grid
(concern for production and concern for people),
can see that these are ATTITUDINAL dimensions.

one
Con¬

cern is a feeling or an emotion toward something.
On the other hand,
Model

the dimensions of the Ohio State

(Initiating Structure and Consideration)

and

The Tri-Dimensional Leader Effectiveness Model (task
behavior and relationships behavior) are dimensions
of OBSERVED behavior.

Thus,

the Ohio State and the

Leader Effectiveness models measure HOW people behave,
while the Managerial Grid measures PREDISPOSITION
toward production and people.
Although the Managerial Grid and the Leader Effective¬
ness Model measure different aspects of leadership,
they are not incompatible.
ever,

A conflict develops,

how¬

because behavioral assumptions have often been

drawn from analysis of the attitudinal dimensions of
the Managerial Grid.
While high concern for both pro¬
duction and people is desirable in organizations, man¬
agers having a high concern for both people and pro¬
duction do not always

find it appropriate in all situ¬

ations to initiate a high degree of structure and pro¬
vide a high degree of socioemotional support.
In sum,

as Hersey and Blanchard

boils down to the

"hard,

concrete"

(1972)

suggest,

this argument

scientific approach versus the

scientific approach to problem solving,

"soft"

similar to the dichotomy that

presently exists between conservative Republicans and liberal Demo¬
crats.

Hersey and Blanchard

(1972:82)

further state that

...empirical studies tend to show that there is no
normative

(best)

style of leadership;

successful

leaders do adapt their leader behavior to meet the
needs of the group and of the particular situation.
Effectiveness depends upon the LEADER,
ER (S)

and other SITUATIONAL variables

the FOLLOW¬
(Thus)

E =

f(l,f,s).
Blake and Mouton refute claims by the situational and contingency
model theorists that there is no "one best style of leadership" both
qualitatively and quantitatively,

thus opposing charges by contingency
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theorist

(Hersey and Blanchard,

leadership"

1972)

is the basis of "soft"

that the "one best style of

or unsound scientific research

methodology.
Qualitatively Blake and Mouton

(1978:7)

list the following reasons

why contingency theorists reject the exclusive use of the 9,9 team
approach:
1.

Insufficient time;

2.

Lack of subordinates'

3.

Wastefulness of involving others;

4.

Mistaken notion that 9,9 is static as contrasted with a

competence to participate;

dynamic approach to supervision
Ingari

(1982:44)

(Ingari,

1982:44).

notes that for Blake and Mouton

each of these

(reasons)

is therefore no basic

is subject to management and

justification for shifting be¬

havior to make it fit the status quo.

In other

words, when one takes a long-range view of organiza¬
tional and (human) development, these objections of
the contingency theorists tend to evaporate.
Bernardine and Alvares

(1976:85)

note that the grid theory is de¬

ficient in the area of empirical testing.
issues with "the leadership paradigm
the

Miner

(because it)

study of small groups and group dynamics."

4 and 4 T,

Miner

(1982:294)

(1982:293)

raises

was developed out of

Citing Likert's System

notes that

the linking pin concept attempts to tie these groups
together to form an organization,

but although it

shows some promise it is not capable of providing
a base on which to construct a full scale theory of
organization.
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Blake

and Mouton

or contingency

theorists with regard

formation underlying

It

(1982:275-276)

is

leadership

is

as

is

(concern

in

importance

tween

(+)

for

systems

arithmetic

cannot be

analysis of
how one

task

coupling of

follows

a

Indeed,
is

(,)

and a

Blanchard models
work on
basis

In order

the

Blake

of

chemistry.

on

the

tains

its

compound

The

key

in

because

the

to

as

1977;

fundamental
to

is

and

frame¬

the conceptual
in both

1980).

and

situational or contingency

draw on examples

arithmetic coupling

(+)

The

where

chemical

Hersey

same

the

elements

this difference
the

the

Burke,

their defense

feature;

but possi¬

the difference be¬

of

smog,

Then

development,

important notion of differences between

(1982:278)

(,)."

point.

training,

superimposed on the Grid

of grid

and Mouton

distinctive

identities

this

formation"

such as

(,)

the conceptual

this

the Fleishman or

are

(,)

basis of combining variables.

and Blanchard,

correlated variables

(+)

interaction be¬

incorrect assumption that

"distinction of

mixture

at

combining variables

to clarify

"conceptual

theories,

the

for

(Hersey

an

the unrecognized character of

seen when either

for

independent variables

from these

(+)

the

but by a comma

overestimated because

bly unrecognized assumptions
tween

and concern

(+),

uncorrelated variables

about research,

and practice

interdepen¬

between

using Cartesian coordinates.

leadership begins

goes

"concept

that these grid vari¬

of distinguishing

interdependent but

from an

situational

theories."

designated not by a
true

the

the methodology of

another... Interdependence

two dimensions
people)

issue with

leadership are conceptualized as

dent with one

The

to

important to understand

ables of

(,)

take

former

is

in

the

the

of

best

style"

latter parallels a

compound produced.

focuses

to a chemical

in the combination

interaction

field

independent but un¬

analagous

each element

whereas

"one

from the

lose their

re¬

chemical

individual
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To

further clarify

difference

second

that

between the

represents

the

which

9.9

9

this

second

9

signifies

1,9 and the

represented

a high

"high

1,9

warm and

concern

first

friendly,

convictions

for

ty.

In

the

brings

tion,

approach

with

on

the

thought,

two

1,9 and

same,

yet

the

second 9 com¬

the

a

is

leader yields
results,

and

leadership activi¬

style,

the

second

through behavior

based on

involvement,

and

9

that
Teamwork

(between

and behavior
from the

independent variables

conflict

learning based

feedback.

difference

feeling

resulting

stated

characterized by open participa¬

use of critique

compound

in which

9

the

the

abscissa axis

leadership that

through confrontation and

...the qualitative
in

is

to productive outcomes.
is

respect

resolution

the

learning as

first

commitment

in this

style,

9,9 oriented Grid

combines with the

the

it was

In both cases,

sake of harmony on

without considering

the

9,9 orientation.

to produce

and

the

the

analyze

Earlier

for people"

from

to

styles by noting what

contexts.

for people.

greatly

the

imperative

9,9 grid

oriented Grid

bines with

is

the highest point on

concern

1.9 orientation differs

the

it

in each of these

the magnitude of

In

point

is

1,9 and

shown

9,9)

in the

interaction between

(Blake and Mouton,

these

1982:

279) .
Blake

is

the

sounder basis

one most

pirical

and Mouton

effective

test.

ship Theory

suited

were

for

by

An

for exercising

style

testing

an effort

leadership,

formulation put

and

the

to

Blanchard

9,9

both

bias,

Several

(1973)

leadership

100 managerial

institutional

ferent companies.

in

to determine which

situationalism or

theories

and a

style of

personnel.

data were

second

Blake

and Mouton

from

Leader¬

instrument

To reduce

collected

the

through an em¬

instrument designed according to Situational

Hersey

administered

bility of

(1982:279-281)

(1964)

the possi¬

forty-one dif-

populations were concentrated upon because
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they represented managers from such diverse organizations.
(Blake and Mouton,

1982:280)

They

believe

If experienced managers prefer the situational pre¬
scribed answer in each situation to a significant
degree over the 9,9 or any other alternative,

this

would mean that people with actual leadership exper¬
ience select as most effective the situational ap¬
proach over the one best style approach.

If they

prefer the 9,9 answers significantly more often,
this would indicate that they select as most effec¬
tive the 9,9 orientation over the Situational
Leadership Theory answers for the range of situa¬
tions provided.
Blake and Mouton

(1982:280-282)

found the 9,9 alternative was

selected over the situational one to a statistically significant degree
regardless of the kind of organization from which respondents came.
All x

2

were

Thus,

significant beyond the
Blake and Mouton

.001 level of confidence.

(1982:282)

conclude that

experienced managers, mental health professionals
and educational administrators chose a way of ex¬
ercising leadership as most effective that is
unavailable to them within Situational Leadership
Theory.
Furthermore:
Larson,
Nystrom
(+)

Hunt and Osborn
(1978)

(1976)

and more recently

have carried the reasoning of the

concept formation to its logical conclusion

but appear unaware of the hidden assumptions to
which they have committed themselves.

Accepting

the concept formation embedded within the Fleish¬
man instruments,

they conclude that

bility of the referred high and high
is a myth.'

'the desira¬
(9+9 style)

They imply that they are rejecting

9,9 while in fact the myth they correctly reject
is that paternalism/maternalism is indeed an in¬
valid basis

for the practice of leadership.

Since

the measuring instruments used in these studies
are based on the

(+)

rather than the

(,)

concept

the conclusions drawn have nothing to do with
evaluating Theory Y,

Model II,

System 4 or 9,9.
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Summary.
ship,

This section

focused on the historical perspective of leader¬

the theory of leadership traits,

ship theory,

some examples of modern leader¬

including some contingency models and the one best style

theory.
The

following section covers grid-oriented interpersonal conflict

management styles as in the context of one's leadership style.

Conflict Management Styles a la the New Managerial Grid

This section discusses the phenomenon of interpersonal conflict
and grid-oriented conflict management styles and their relationship to
effective leadership.
Conflict is an inescapable feature of social life
Ruble,

1981:48).

It is a catalyst for change

(Smyth,

(Cosier and
1977:253)

an integral part of organizational vitality and growth.
much a part of harmony as is harmony.

and is

Conflict is as

To discover the philosopher's

stone ancient alchemists exposed two basic elements to each other.
Through the

interaction of these two elements a third and far superior

element was thought to emerge.

In a similar manner,

viewed as a process that creates friction,
and becomes a fire,
gress of man.

"Conflict leads to change,

(Smyth,

1982)

observed,

ing:

creativity,

which in turn creates heat

a revolutionary discovery in the scientific pro¬

adaption leads to survival"
searchers

conflict can be

1977;

(Labovitz,

change leads to adaption and

1980:30).

Rahim and Bonoma,

1979;

And as some re¬
Berlew,

1980;

a correlation exists between conflicts and the
satisfaction,

enhancement of relationships

performance,

effectiveness,

(Frost and Wilmot,

1978).

Ingan,
follow¬

and the
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Frost and Wilinot
al views of conflict,

(1978:2-20)

note that,

outside of varying cultur¬

there are others which affect leaders and subord¬

inates in organizations.

They are as follows:

The systems view of conflict which supports the
notion that what is good for the overall system
should be good for the individual
rock the boat).

(i.e.,

don't

The actor's view of conflict postulates the esca¬
lation of a situation in order that the other side,
who denies there is a problem,

must realize and

admit that there is a conflict.
Just as there are those
Berlew,

1980;

Labovitz,

(Smyth,

1980;

1977;

Rahim and Bonoma,

Cosier and Ruble,

1981;

1979;

Ingari,

1982)

who

believe conflict is a positive catalyst in daily life there persists
remnants of the concept that conflict is a negative experience.

Some

examples of dysfunctional teaching regarding conflict are:
1.

Harmony is normal,

2.

Conflicts and disagreements are the same phenomena.

3.

Conflict is pathological.

4.

Conflict is presented as the result of a personality

problem

(Frost and Wilmot,

conflict is abnormal.

1978:5-8).

As within any situation,
Cosier

(1967:8)

conflict consists of various components.

suggests they are:

1.

Struggles over values.

2.

Claims to scarce status.

3.

Power and resources in which the aims of the opponents are

to neutralize,

injure or eliminate the rivals.

This view equates to either a strategic conflict in which both

parties have a choice

available to them or a desperate conflict in
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which there are virtually no choices available to one of the parties
involved,

i.e.,

a life or death situation or a loss of employment.

Drawing from previous

statements regarding the nature of conflict,

conflict can be adequately defined as an expressed struggle between at
least two interdependent parties
Kochan,

1972;

rewards,

Ingari,

1982),

(Frost and Wilmot,

1978:9;

Schmidt and

who perceive incompatible goals,

scarce

and interference from the other party in achieving their goals

(Deutsch,

1973:156).

Ingari

(1982:50)

notes that

others have defined conflict in terms of objective
conflict of interest
styles

(Deutsch and Krauss,
(Osgood, 1961).
In sum,
choose
life

with

1970);

1964);

1962);

personal

reaction to threats

and cognitive distortions

conflict is a product of communication behavior that people

(Frost and Wilmot,

(Cosier and Ruble,

iences

(Axelrod,

(Blake and Mouton,

(Cosier,

1978:19);

1981:816);

1956:18),

it is an inevitable part of daily
it can aid in personal growth exper¬

or can be destructive

loss or damage to one of the participants.

(Deutsch,

1973:158),

An individual can

change his management style of interpersonal conflict

(Frost and Wilmot,

1978:19).

Grid-Oriented Conflict Management Styles

Grid-oriented conflict management styles are discussed in this

section.
Based on the Managerial Grid
Mouton

(1973:89)

(Blake and Mouton,

developed the Conflict Grid,

1964)

Blake and

which is depicted in
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Figure 7.

The Conflict Grid was derived from observations of how people

respond in conflict situations.
Similar to its predecessor in format,

the Conflict Grid differs in

that it measures the degree to which one party is interested in main¬
taining a relationship with the other party and also measures the de¬
gree to which either task accomplishment or conflict resolution is a
priority.

Ingari

(1982:51)

suggests that "the relative importance a

person places on each of these considerations determines his or her be¬
havior in dealing with conflict."
Looking at the Conflict Grid one will note that concern for people
is located along the ordinate axis and that concern for production or
results runs along the abscissa axis.
(1973)

have

1.

In this manner Blake and Mouton

identified the five conflict management modes as follows:

The 1,1

style connotes a low concern for people and a low

concern for production or results.
2.

The

1,9 style depicts a low concern for production or results

and a high concern
3.
concern
4.

The

for people.

5,5 style illustrates an individual who has a moderate

for people and a moderate concern for production or results.
The 9,1 style

is an example of high concern for production or

results and low concern for people.
5.

The 9,9 style demonstrates a conflict management style that

is high in concern for production or results coupled with an equally

high concern

for people.
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High

9

I
1,9
Disagreements are smoothed

I

over or ignored so that sur¬

1
9,9
I
Valid problem solving takes
place with varying points

face harmony is maintained
in a state of peaceful

of view objectively evalu¬
ated against facts; emo¬

coexistence.

tions, reservations, and
doubts are examined and

for People

worked through.

5,5
bargaining,

Compromise,

Concern

one lose.
justments

Accommodations and ad¬
lead to "workable"

rather than best solutions.

9,1
1
Conflict is expressed

1,1
Neutrality is maintained

through authority-obedience
approach.
Win-lose power
struggles are fought out,

at all costs.
Withdrawal
behind walls of insultation
relieves the necessity
for dealing with situa-

decided by the highest com¬
mon boss or through thirdparty arbitration.

—

tions that would arouse
Low

and mid¬

dle ground positions are accepted
so that no one wins-nor does any¬

1

conflict.

I
3

4

5

6

8

7

Concern for production of results

Low

Figure 7.
Jane S.

Mouton.

The Conflict Grid by Robert R.

Blake and

9
High
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The 1,1 conflict management mode is appropriately referred to by
Blake and Mouton

(1979:64)

as the ostrich dynamic and is characterized

by a manager's withdrawal from conflict.
to be seen but not heard"

"One way to avoid conflict is

(Blake and Mouton,

1979:64).

Simply by holding the title of boss,
like one,

but not acting

managers operating from this orientation

remain relatively free of involvement and conflict...
Keeping his head buried, he does not have to face
problems.
He does not see disagreeable situations
and frequently they disappear for lack of attention
(Blake and Mouton, 1979:64).
The effect to subordinates can be devastating.
managed in a 1,1 orientation may go all out,

"Subordinates

or themselves drift into

1,1 orientation reactions or leave to escape an intolerable situation"
(Blake and Mouton,
Researchers
1981)

1979:67).

(Smyth,

1977;

Trueblood,

1980;

Cosier and Ruble,

concur that both physical and psychological energy can be wasted

and problems compounded.

The experience

(McCabe,

1975)

of subordinates

who work for such a manager is characterized by frustration,
and eventually resignation in hope of finding more

apathy,

fulfilling employment

elsewhere.
Different from the 1,1 mode,
managing
of the

but still an inappropriate style of

interpersonal conflict is the 1,9 orientation.

"Country Club" management style,

concerned with relationships,

the

1,9 manager,

A derivative
being overly

will go out of his way to smooth over

conflict situations.
A 1,9 oriented manager dreads conflict because it
threatens warmth and approval,
the 1,9 emotional diet.

This

the main staples in
is what makes conflict
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seem so devastating.
arise,

However,

if conflict does

he tries to get back into a close suppor¬

tive relationship as quickly as possible
and Mouton, 1979:44).

(Blake

This may be a pleasant or unpleasant situation for subordinates.
Their reactions range from "feeling safe and secure within a warm and
friendly atmosphere to feeling smothered,
wanting to escape

from it"

stifled,

(Blake and Mouton,

unchallenged,

and

1979:48).

The manager who subscribes to the 5,5 conflict management orienta¬
tion,

which falls in the center of the grid,

takes the middle of the

road and is characterized by compromise.
Blake and Mouton

(1979:78)

suggest that the 5,5 approach is based

on persuasive logic.
It says,

what person or movement has ever had its

exclusive way?

Extreme positions promote conflict

and are to be avoided.

Experience shows again and

again that steady progress comes from compromise
and a willingness to yield some advantages in order
to gain others.

Democracy,

interpreted by many,

as it has come to be

operates quite well by yield¬

ing to the many and mollifying the few
Mouton,
Augsburger
mising an

(Blake and

1979:78).

(1981:14)

and Morano (1976:393)

observe that in compro¬

individual makes a partial sacrifice of deeply held views

and goals which may cause everyone the loss of reaching a good agree¬
ment.
ties

All three concur that compromise is really a loss to both par¬
in which neither party gets what it wanted.
The subordinates'

reaction to the

5,5 conflict management orien¬

tation covers a wide range.
Because

it is so reasonable,

subordinates rarely

react to being managed in a 5,5 way in hostile or
aggressive terms,

with disgust,

or by leaving...
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The prospect is that under a 5,5 orientation sub¬
ordinates come to think and manage in the same
style as they are managed.

Because actions are

reasonable, in the sense of being accommodating,
it is to be expected that boss and subordinates
come to move along in a steady-pace way
and Mouton, 1979:84).
It is interesting to note,

(Blake

but not surprising,

that the 5,5 mode

results in mediocrity in terms of interpersonal relationships and pro¬
ductivity.

Needs that are not met by compromising have a tendency to

lie dormant, may surface and be used to fuel the fires of future con¬
flicts

(Ingari,

1982:54-55).

The antithesis to the 1,9 conflict management style is the 9,1
mode,

which is characterized by a high concern for production only.

This mode also differs

from the 5,5 orientation in that,

propensity to avoid extremes,
dealing with conflict.

needs,

They rule with an iron hand,
if any,

relying on force
for subordinates'

or goals.

A 9,1 oriented approach views conflict as an indica¬
tion that control

is breaking.

He reacts by fight¬

ing to re-establish his domain over others.
are many different ways bosses do this,

There

ranging from

subtle questions designed to demonstrate to another
person that he is wrong to outright suppression of
another's point of view
Subordinates'

(Blake and Mouton,

1979:20).

reactions differ:

Some feel at ease and apparently submit to domina¬
tion.

However,

most subordinates experience tensions

that are expressed in ways ranging from oblique re¬
sistance to resentment to fighting back
Mouton,

1979:24).

5,5's

9,1 managers work at opposite extremes in

to suppress conflict and have little regard,
wants,

unlike

(Blake and
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Belief by researchers
1978;

Baker,

1981)

(Zammuto et al. ,

1979;

London and Howat,

that the 9,1 mode of conflict management is not only

detrimental to organizational goals and objectives,

but also fosters

the development of groups of dissatisfied subordinates who may react in
a wide range of behaviors,
Blake and Mouton

(1973).

tends to lend support to the findings of
To say the least,

the 9,1 mode is an archaic

and very inappropriate management style.
Miner

(1982)

suggests that the one best style equates to a panacea

or leads one to assume that the hope associated with such a concept is
as outrageous as the belief in the notion of utopia.

The grid conflict

management styles reviewed thus far suggest the following outcomes:
1.

1,1 both parties suffer a loss;

2.

1,9 subordinates lose and management wins;

3.

5,5 compromise is a lose/lose situation

4.

9,1

subordinates lose and management wins.

The 9,9 conflict management mode postulated by Blake and Mouton
(1973)

offers a viable alternative to this grim scenario and offers a

sensible solution to the win/lose dichotomy.
"Team Management"
conflict,

approach,

confronts it,
The

A derivative of their

the 9,9 conflict management mode surfaces

and deals with it in a problem-solving way.

9,9 approach to conflict rests on the assump¬

tion that,
resolvable.

although conflict is inevitable,

it is

The key is in how the conflict is man-

aged.
The best way to approach conflict is to an¬
ticipate it and to take steps to insure understanding
and agreement before participants take positions and
freeze to them

(Blake and Mouton,

1979:102).

There are various approaches to conflict prevention in the 9,9

approach.

These are enumerated below.
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!•

Open communications;

2.

Explain the rationale before a request;

3.

Seek the facts,

4.

Experiment by being willing,

data,

and logic behind opposing differences;
ready,

and able to try out

novel resolutions of conflicting points of view;
5.

Critique proposed solutions;

6.

Confrontation.

Subordinate reaction to the 9,9 conflict management mode is very
positive.
The 9,9 way of integrating people into production is
consistent with sound behavioral science principles
as applied to management.
For this reason organiza¬
tion members might be expected to react to this ap¬
proach to management and supervision with enthusiasm
(Blake and Mouton,
The

system,

1979:105).

like any other,

according to Blake and Mouton
many people

does have

its drawbacks because

(1979:105)

in management have never had real exper¬

ience with 9,9 ways of managing and therefore,

are

not in a position to evaluate it in comparison to
their experience with other ways.

Thus they have

learned to regard 9,9 as unrealistic from earlier
experience and from the currently existing culture
of their organizations.
evaluate 9,9 team work,
skills essential
Some researchers
House,

1979;

Hoh,

To be in a position to
managers need to learn the

for managing in that way.

(Sergiovanni,

1981)

9,9 style of management.

1977;

Derr,

1978;

Harrison,

1979;

suggest other constraints in implementing the
These range from dysfunctional consequences

due to altering prevailing value

systems to going against the human

tendency to be competitive and lack of interest in the organization
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due

to outside

interests which result

in

lack of

involvement

in

the

workplace.

Support

writers

such as

(1975) .

9,9

It

is

approach

"Consensus"

1977),
ting"

for

system of conflict management comes

Straus

as

"integrative"

1980),

(Likert

(1970),

that other writers

(Burke,

1969;

Lawrence

"Problem-solving"

& Likert,

1976;

(1973),

This

the

Thomas

section has

refer to the

and Lorsch,

1981;

1977),

or

1967),

Smyth,

"collabora¬

of

and Kilmann

focused on

(1974),

the

9,9

and Peck

to parallel

in

law enforcement agencies

to elucidate

the problems of management

Emphasis

is placed on

the need

for

an

(1973)

(1980).

studies.

section a historical perspective of

leadership

although

"one most effective"

order

and conflict

styles,

that of Blake and Mouton's

style with references

following

military nature

ership

and Filley

(Hoh,

Gordon,

from

1978).

conflict management

In

Burke

grid-oriented models of conflict management

Hall

Summary.

(1977),

interesting to note

developed or well known as

include

in

and

(Labovitz,

(Derr,

not as

9,9

Doyle

"win-win"

Other

the

integrative

in

the quasi¬

is reviewed

such agencies.

system in both

lead¬

resolution.

Historical Perspective of the Theory and Development of
Quasi-Military Leadership in Law Enforcement Agencies

Xn order to better comprehend the need for conflict management
skill training for law enforcement agency personnel it is necessary to
be cognizant of the two classical models that have strongly influenced
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police

ing

organizations:

section explores

their

origins,

Charles

ties)

and

fallacies.

(1975:240)

informs us

from the army and amateur

emerged during the

response

to

flagration.

Industrial

The

trained police

subjects

force,

army

was

whose

service

sheriff's depu¬

the

initial

in

stages of

faced with the

in order to quell

the con¬

resulted when armed British

considered repulsive to all

rank and

idea of an unarmed

file would be

recruited

community.

1829

Sir

Robert Peel

the

preservation of peace

ganization of

owe

(Leonard,

adherence

to

their

the

origins

Weber.

A

of

the metropolis,

son

Parsons

the

1964:3;

London

force,

Silver,

Parliament the Metropoli¬

in classical

of his

structure

later

(1947:329-340),

for

for

the or¬

to become known as

12).

It

is to their

1971:186).

A strict

law enforcement organizations

organizational

thorough-going

in London

that American police organ¬

(Angell,

in

force

and provided

1967:7,

"bobbies,"

structural heritage

concept of

synopsis

into

"which dispensed with military

Anglo-Saxon cousins,

izations

introduced

a professional police

Scotland Yard"

and

follow¬

nineteenth century

From this context came the

Police Act bill

its

such as

Authorities were

to deploy the

tan

had

the

death and destruction that

concepts of propriety.

In

forces

Revolution.

clashed with British

from the

The

that organized police

early decades of

dilemma of whether or not

uniformed

the military.

social disorders that occurred during

Great Britain's

soldiers

and

the quasi—military nature of police organizations,

rationale,

Reith

(as distinct

the bureaucratic

theory as postulated by Max

narration adapted

Girth and Mills

from Hender¬

(1958:196-244),

Bendix
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(1962),
26)

Etzoni

is as

1.

(1964:53-54),

and equality are

ization of official

Labor

rights

functions

is divided

There

career routes

4.

is

bound by

into

(1978:

through continued organ¬

rules;

specific

Knowledge

are

established

and

training,

the origins

functions

with prescribed

impersonal

Management proceeds

superior-subordinate

8.

through

the

police

For Weber

tions"

procedure

an

traditional

also

340)

"obligation

proper conduct.

similarities

(1979:2)

authority

(1947:330,

and

of

Berkes

organizations

rational-legal

evaluations by

in the

superiors;

system of routinized

is directly correlated

to

rank;

implementing administrative acts,

and

level;

and experience

a monocratic

organization

Standard operational

Jermier

entry

in which

relationships;

Status within

and

time

are based on

6.

position

based on

authority;

Promotions

7.

and have a base

of

5.

lates

achieved

an organizational hierarchical pyramid

are well

organization,

of

and Cordner

and power;

3.

one's

(1971:186-187),

follows:

Standards

2.

Angell

type

decisions,

note

strongly

that

and

to obedience"

Cordner

to police

are

the

conceptualization

influence of Weber's

legitimate."

considera¬

two predominant postu¬

believes

organizational

administration

is

to personal

the

and

rules.

strict obedience

(1978:23)

classical

recording

"classical

reflects

in which

for

"duty without regard

between Weber's

approach

exists

that

the

strong

theory and

the

closely resemble the
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closed model

as

of

bureaucratic,

organizations.

This model which

hierarchical,

been used extensively

formal,

in vast

rational,

sectors of public

is

also referred to

and mechanistic,

administration

has

(Henry,

1975:57).

The

traditional

Prussian army and

departments

church,

1974:48-52).

characteristics

a centralized command

2.

communication,

3.

from

mobility,

based on

to

agencies

as

to American police

(1974:458)

note

follows:

in

the

form of orders,

is one way,

subordinate;

privilege,

power,

and interaction with superiors

rank;

4.

impersonal

5.

strict obedience;

6.

stress

Swank

Sandler and Mintz

from the

structure;

usually

superior

adapted

has descended

of police

1.

descending

is

the Catholic

(Munro,

paramilitary

closed model organization,

on

approach

the

in

superior-subordinate

repressive nature of

(1975:296-300)

reinforces

adhered

to

the

tion as

advanced by Taylor

organized on
trative

classical

have

regulations.

states:

traditionally

theories of administra¬
and Weber.

the principles of

strong hierarchies

the work.

this when he

American police organizations

They were

Most were

fixed and adminis¬
structured with

and semi-military

levels of

graded authority and very rigid defined
subordinate

relationships;

relationships.

superior-

the
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Rationale

It is

for the Quasi-Military Nature of Police Organizations

interesting to note that the development and implementation

of Weber's classical organizational theory was a response to a German
social structure in which public positions were awarded on the basis of
social class and personal relationships
merit

(Henderson and Parsons,

1947).

instead of one's ability and

Similarly,

the adaptation of this

theory with its quasi-military characteristics to American police organ¬
izations attempted to eliminate political leaders'
promotion,
Gazel,

or assignment to a particular task

1974:367).

control of hiring,

(Leonard,

1964:4-6;

It was not an uncommon practice for politicians to

designate which vice lords would be harassed and which would not
(Cordner,
(1969),

1978:23).

and Wilson

Because of these factors,
(1972)

Leonard

(1964),

Eastman

favored traditional police administrative

practices to put distance between the organization and political pres¬

sures.
Most police departments have structured themselves
after the military under the assumption that in
order to cope with the problems of controlling
crime and maintaining order, a closely coordinated
and disciplined body of personnel with clear-cut
lines of authority is necessary

(McNamara,

1967:

178) .
Sandler and Mintz

(1974:458)

explicitly suggest that the purpose of a

quasi-military structure is to produce strict and unquestioned disci¬
pline

for rapid mobilization in emergency and crisis situations.

The

adaptation of this organizational style was not only utilized so that
police agencies could become free and independent from corrupt prac¬
tices of politicians

(Wilson,

1972),

but also to reduce the inefficiency
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that was created by the personal emotional

involvement that could so

easily be generated by the many extraordinary situations to which
police are exposed

(Sandler and Mintz,

1974:458).

The Myth Behind the Need for a Quasi-Military
Structure in Police Organizations

0.

W.

Wilson

(1972:3)

in his work Police Administration states

that
short of war,

our society is faced with no more seri¬

ous or more important problem than crime...The pri¬
mary purpose of police departments is to serve the
citizens of a community and their quests.

The police

do this by preserving the peace and protecting life
and property against attacks by criminals...
In short,

police officers view themselves as crime fighters responsible

for protecting residents of a community from the perpetrators of a
crime

(Leonard,

1964;

Silver,

1967;

Wilson,

1974;

Feuille and Juris,

1976).
In an effort to gain the public's confidence in
their ability to insure thereby the solidity of
their mandate,

the police have encouraged the pub¬

lic to continue thinking of
in idealized terms,

terms,

them and their work
that is,

which grossly

exaggerated the actual work done by police

(Manning,

1971:158).
The

fact that law enforcement officials have conscientiously

manipulated their peace-keeping and public-safety role

in order to

place major emphasis on their crime-fighting image became obvious when
researchers began to study the police in the sixties.
on crime statistics,
served to emphasize

as a result of the Wickersham

Heavy reliance

(1931)

report,

the police's ability and capacity to control crime

and distorted the police's role

in American society.

It is obvious that

7*1

police do engage in ohaaaii, in gunfighta, in cartful
sleuthing, liut these are rare events. Most police
work resembles any other kind of worki it in
boring, tiresome, sometimes dirty, sometimes tech¬
nically demanding but it is rarely dangerous
(Manning,
Gerald D.
ficers kill

197li158).

Robin

(Manning,

1971il58)

sis times as many people as policemen are killed

of duty and that the rate of police
100,000,

ning,

(76),

1971);

and transportation

in the line

fatalities on duty was 33 per

less than the rate for mining

struction

in 1955 found that police of¬

(94),

(44).

agriculture

(55),

con¬

This still holds true

(Man¬

President's Commission on haw Enforcement and Administra¬

tion of Justice

(1967),

Political activities are also utilised by police organisations to

image

maintain their crime-fighting
1967),

as are extensive marketing

Wilson's

(1972)

law

techniques

departments,

part of the political

is a political entity

1971;

that police would participate

perpetuate

their desired organizational

to note that the

of

society

1971).

Despite

structure that would

1977).
in

Thus

it is not un¬

the political

arena to

image.

this has been a boosting of the prestige

and power of the occupation

post-industrial

Thompson,

system for the simple reason that the

(Manning,

The net result of all

196lj

it is obvious that the police are an

reasonable

interesting

(Manning,

desire to create an organizational

de-politicize police
integral

(Levine and White,

(Jermier and Berkes,

198Q»1).

It is also

formal structure of many organizations

(Bell,

1973)

its institutional environment

dramatically reflects

the myths

instead of the demands of work

in
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activities

(Meyer and Rowan,

1977:341).

Law enforcement agencies tit

this category of organization.

Dysfunctional Characteristics of American Police Organizations

The President's Commission on Law Enforcement and Administration
of Justice

(1967b)

identified many of the problems in police agencies

as being related to the bureaucratic and quasi-military organizational
theory employed by police managers.

Adherence to this classical organ¬

izational structure can have several serious negative consequences both
within and outside the organization
Mintz,

1974:458-460;

1978:253-254).

Munro,

(Angell,

1974:60-88;

1971:188-195;

Cordner,

Sandler and

1978:28-29;

Moran,

The three most salient problem areas noted were the

following:
1.

The state of police and community where a well developed

police bureaucracy exists;
2.

The state of morale among police employees;

3.

The lack of communication and control in law enforcement

agencies

(Angell,

1971:188-189).

A closer examination of the correlation between the quasi-military
nature of police command bureaucracies and significant problem areas
will

shed further illumination on their connectedness.

Police and Community Relations.

The structure provided by the military

style employed by so many law enforcement agencies helps determine and
influence role relationships and procedures within police departments.
This establishes a model for

interaction and communication which is

HI

passed on to the public,

and as Sandler and Mintz

(l')74)

note,

cause problems that lead to less effective police practice.
oritarian

structure of the organization becomes translated

lar style when dealing with the public.
151)

may

The auth¬
into a simi¬

What Niederhoffer

(1967 s ISO-

calls the "spill-over-effect" can often be observed in urban

ghetto areas,
lar to the

where the military often connotes vestiges of war.

Israelites occupying West Beirut,

Lebanon,

Simi¬

the residents of

those sectors of American cities tend to conceptualize that they are
being watched and preyed upon by occupying police
The

forces.

impact of a military style organization on the community is

magnified when one reviews the statistics of minorities killed by
police,

as opposed to nonminorities,

between

1950 and 1973

Minority Advisory Council on Criminal Justice,

(National

1980:15-16).

It is

evident that the military style of organizational model creates a we/
they dichotomy in community relationships and escalates conflict in¬
stead of de-escalating it.

The advent of the peace and civil rights

movements raised many questions regarding police and community rela¬
tions.

One in particular stands out:

were the police part of the

problem or part of the solution?

Morale among Police

Personnel.

The pithy maxim "nothing

in life

free" may appear to be trite but for the most part is true.
noted this when he developed his classical organizational
response to the unfair

lie states:

is

Max Weber

theory in

labor practices of the Prussian civil

service.
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It

is as

if in politics we are deliberately to be-

como men who needed

'order*

and nothing but order,

who became nervous and cowardly if

for one moment

this order wavers,

they are torn

away

and helpless if

from their total

incorporate in it...but what

can we oppose to the machinery in order to keep a
portion of mankind free from this parceling out of
the soul, from this supreme mastery of bureaucratic
way of life (Angell, 1971:191; Bendix, 1U62:4i>4).
Several writers
Locke,

and Walker,

(Skolnick,

1967;

1966;

Wilson,

1967;

Westly,

1970;

Whisenand,

Lester,

1976;

Butler and Cochrane,

legiance to
mate)

1971;

Niederhoffer,

Munro,

loyalty and obedience

1977)

1975;

(1947]

Gens and

suggests

is

legiti¬

is responsible for the develop¬

in police officers.

officers tend to respond defensively,
repressive manner,

Dailey,

1969;

observed that the blind al¬

(as Weber

ment of authoritarian personalities

Smith,

Bay ley and Medelsohn,
1974;

required in police organisations

1967;

and sometimes

As a result

in a hostile and

when their authority is challenged within and out¬

side the organisation.

The rigidity,

which is an integral part of

classical organisational theory,

demoralises personnel who labor

under that

following:

1.

A

system because of the

feeling of powerlessness

one-way communication,

Lack of input

lower echelons due to

thus making the head of the hierarchical

pyramid appear arbitrary

2,

in the

in

its actions;

into top management decision-making results

cynicism of mid-management and their subordinates.
decisions are viewed as unrealistic
The concrete effects of a
many ways

(Moran,

1978:253).

in

Consequently

(Sandler and Mints,

19.4*458).

lack of morale manifest themselves

in

While recounting a case study involving
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the Connecticut

the

State Police,

Moran

(1978)

gap between a policy directive of

tion by

subordinates,

situation the

the

line

especially

directive of the

troopers because

line

example

ownership

mense

the

of

no

input,

the problem of

superiors and policy

officers.

implementa¬

In the Connecticut

superiors was altered or disregarded by

it was considered an

which yielded more harm than good"

sic

illustrates

(Moran,

no output.

"administrative

1978:254).

This

success or

failure

is a clas¬

Lack of two-way communication and

in policy development alienates personnel who have

responsibility of program

nuisance

implementation.

of new programs,

line

the

im¬

Having no stake

in

staff often revert to

sabotage.

Another problem associated with this

ture

is

a

459)

observed

1.

upward

lack of

The

the

2.

innovation and creativity.

Sandler and Mintz

struc¬

(1974:

following:

rigidity of

flow of

type of organizational

ideas

the

chain of command tends to block the

at the middle management

A cover yourself

(C.Y.A.)

level

(sergeant);

mentality develops wherein

officers only act when ordered.
The

result of

such behavior

authority

and produces

essential

to good management.

ity

side

figures within the

the

a

chronic

fear of

This

organization

organization where

in unstable

fosters an unhealthy reliance on

environments,

the

childlike

is

risk-taking which

is

so

relationship with author¬

juxtaposed to a

armed personnel must make

situation out¬

crucial decisions

and virtually have power over

life or death.
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Outside of
citizens
to kill
02-82;

Finally,

officers

is

soldiers,

in

another human
Cohen,

the belief

this

chain of command

tap

this

the

file,

the

type

1960;

"distorts

1974).

what goes

Police

to

on

Work

with

outside

the

Wilson,

as

Moran,

was

the

of

the

09-

low morale

July

Cohen,

among police

the

status quo of

18,

1982).

the

Tullock,

It

1967;

Further¬

is

the

lower rank and

and who control

from the process

President's Commission on

Justice,

superiors have

1965).

to and does not

clients

eliminated

Angell,

follow¬

information both delib¬

is unable

its disposal.

who are

the

nature of organizational

filters"

typically

Service.

organization.

Munro,

that police

right

1967b;

Sandler and

little or no control of

The

past

two decades

structure of police organizations

intention of

1978;

the
News,

field.

Public

the

to

1971:193;

and Administration of

in

1972;

1965;

Consequently,

re-examine

and

and

(Angell,

resources at

Tullock,

the only

structure and the emphasis on

who have direct contact with

Law Enforcement

Mintz,

factor

hierarchical

type of

implementation of policy,

(Myren,

Evening

interview,

of organization

vast human

those

(C.B.S.

The

erately and unintentionally

more,

are

that they cannot change

and Control.

communication within

(Police)

1980:127).

(May and Fortier,

Communication

the

they

United States who have

another contributing

organization

ing

the

improving

1974;

1980).

officers

Numerous

police

both

time

from within

studies have been conducted

bureaucracies

Sandler and Mintz,

A major

have been a

1974;

(Angell,

Cordner,

recommendation of

this

1971;

1978;

research

and administrators become more humanistic

in
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their

on

approach

to clients

Law Enforcement and

mission on Civil

law enforcement

ated disorder

late

the

ated by

law"

and with each other

Administration of Justice,

Rights,

agencies

and

(President's Commission

1981).

In this new era,

such

"enforcement of

as

conversely

"to maintain order

(Sandler and Mintz,

1974:460),

1967a;

numerous

unrest

eral

in

the

is

in

law sometimes cre¬

sometimes

would no

to vio¬

longer be

toler¬

street encounters and general urban

the

1960's made

and police

it clear

in particular

departments would have

combination of

Wilson

that there was

ment's

termed

leadership

styles,

from captain up.

types

1.

He

of command

has

their

studied

notes

leadership

were

found

to defend

the

2.

utilized by

status quo,

feared

considered order maintenance

Leadership by

successful

entific

study of work

hunch.

These

style.

command¬

styles exist:

traditional doctrine,

constituting

1980:130).

that after department reform two dis¬

command bureaucracies.

as

(Cohen,

in connection with the

in police

service

to a more balanced

the New York City police depart¬

found

and

style

service

mode

change,

in gen¬

1980:129).

law enforcement

specifically

staff

Leadership by

and

this method a

(1980:125-132)

(Cohen,

to change

order maintenance

(1968:200)

Cohen

tinct

Com¬

juxtapositions

widespread disenchantment with government

ers

S.

American communities.

The

Police

U.

i.e.,

the paramilitary

Commanders

and

in this model

stubbornly resisted

rather than provision of

real police work.

reform doctrine,

large

were

a management

style

corporations which emphasizes the

relations

commanders

i.e.,

rather than reliance on

found

to be

less

rigid in

sci¬

intuition and

relationships
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with

subordinates,

less

rules and procedures,

concerned with violations of minor departmental

and more

sensitive

to community needs and

interests.

Cohen's

only

(1980)

strengthens

1968,

and

1970),

qualitative

earlier

tive

and more

findings by Smith,

Trojanowicz

personnel with college

open to

and quantitative

(1971),

of

administrators

Blau's

and advanced degrees

innovative management

from the

(1974:255-262)

hierarchies have

he

is

not

willing

that

to

locked

accompany

1980:131).

A

the

(1981)

to be

(1967,

that police

less authorita¬

styles when compared to

Also,

Cohen's

(1980:137)

study

assertion that organizations with multi-level

Finally,

the

trained experts and college-

reform-oriented commander,

into traditional police

support

tend

and Walker

New York City police department concurs with

a high proportion of

educated personnel.

Locke,

and Fischer

noncollege-educated police personnel.

research methodology

and

implement the

administrative practices,

innovative policies

open organizational model

leader

in a police

background will attend

to

(Cordner,

is

and programs

1978:33);

command bureaucracy with this

to the public

previously been overlooked due

because

Cohen,

type of

aspect of police work which has

the paramilitary nature of police

organizations.

Summary

This

of

chapter

reviewed

leadership theory,

ment

styles,

and

the

literature

grid-oriented models

finally

relating

to

the development

describing conflict manage¬

a historical perspective of

leadership

H7

behavior in quaei-military organisationa, Much an law unforcomont
agencies.

Tho following chapter, Chapter m, prosanta the methodology

UMt'd In conducting the atudy ol n coni I Let management
workshop for law enforcement personnel.

nklll training

CHAPTER

III

METHODOLOGY

Introduction

The previous chapter discussed leadership theory,
style of leadership,

the one best

grid-oriented conflict management styles,

and

leader behavior in quasi-military organizations such as law enforcement
agencies.

This chapter describes in detail the design of this study.

Included in this is a rationale for the use of both qualitative and
quantitative research methodologies.
The study was divided into two parts.

The first part consisted of

gaining access to the targeted population of law enforcement agency
personnel within the Commonwealth of Massachusetts,
training needs,
skill

determining their

and getting participants to attend a conflict management

training workshop.

This required interviewing skills coupled with

participant observation skills as well as an ability to conduct effec¬
tive meetings.

To properly record and document this experience quali¬

tative methodology was employed.
The second part of the study consisted of adapting the conflict
management workshop to the clients'
administering a pretest,

a posttest,

needs,

conducting the workshops,

a post-workshop evaluation,

and

soliciting participant response as to the immediate and long-term ef¬
fectiveness of the conflict management skill training workshop.
effectively record the data generated,

both qualitative and quantita¬

tive methodologies were employed in this section of
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To

the study.
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Conflict Management Skill Training

In the law enforcement and corrections professions conflict exists
within and outside of the organization.
the

When it is improperly handled

following consequences usually result:
1.

factionalism within the organization;

2.

stress and its

3.

apathy and/or "burnout."

related mental and physical side effects;

Having a first-hand knowledge of this situation,

and

the researcher was

convinced that with proper training this grim scenario could be changed
for the better.

This belief was based in part on the experience of the

researcher after he attended a conflict management workshop in 1976
conducted by Arthur W.
setts,

and Roger H.

cut State College.

Eve,

Peck,

professor at the University of Massachu¬

an associate professor at Southern Connecti¬

It was readily apparent that conflict management

skill training was applicable to many professions.
In

1981 the researcher began full-time graduate studies in educa¬

tional administration,

research,

and policy at the University of Massa¬

chusetts and approached Professor Eve regarding the status of his re¬
search in the area of leadership,
skill training.

The inquiry was timely because Professors Eve and

Peck were involved,
in updating,
training
chusetts.

levels.

specifically conflict management and

along with one of their graduate students

field testing,

(Ingari),

and conducting conflict management skill

for state agency personnel within the Commonwealth of Massa¬
The researcher became

involved in this project at various
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Working in close communication with the trio
Ingari)

this investigator adapted their 1-day,

(Eve,

Peck,

and

4- to 6-hour conflict

management workshop for state agency personnel into a 2-day,

16-hour

workshop that would meet the needs of law enforcement agency personnel.
This was done during the fall of 1981 and spring of 1982.

Background Information

On January

16,

1983,

CBS television aired an incredible story on

the program Sixty Minutes about alleged police brutality and misconduct,
death resulting.

The complaint was lodged against the New Orleans

police department.

The details include the following:

A white New Orleans police officer was found shot
in the neck in a predominantly black neighborhood.
There was drug paraphernalia beside his body.
was midnight or after and not his beat.

It

He did not

call the station house explaining his whereabouts.
His gun was not drawn.

Two suspects are

Their accuser did so under duress,
beating,

'fingered.'
physical

and was threatened to be shot to death.

All were black.

The murder suspects were appre¬

hended in the early morning hours.
one woman
pects)

i.e.,

Two men and

(the common law wife of one of the sus¬

were shot to death.

thirty-six shots.

There

Police officers fired

is conflicting testimony

as to whether or not the murder suspects were
armed.

A state grand jury found no evidence of

wrongdoing.

The

Internal Affairs Division of the

New Orleans Police Department found no evidence
of wrongdoing.

The state's attorney general

found no evidence of wrongdoing.

The incident is

in federal court being tried in a neighboring
state in order to determine if there was malicious
wrongdoing and a cover-up.
The previous story reveals the fact that police form a tight-knit
group.

They may have in-house rivalries but police present a united

front to the public,

especially when an officer is shot to death or
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questioned of a wrongdoing by the public.

They are reluctant to accept

criticism and often deal with their problems in a private manner.
phobia runs rampant in law enforcement agencies.

Xeno¬

To suggest that such

an agency may need conflict management skill training, especially from
an academician,

is threatening and offensive.

Implied in such an offer

is that police manage conflict inappropriately, which in turn affects
their

30b

performance, and because of this,

unwanted criticism.

they may receive undue or

A past history of lawsuits and endless investiga¬

tions resulting from charges of police brutality has made police offi¬
cials sensitive to outsiders suggesting training, especially something
as esoteric as conflict management skill training.

Police identify

closely with training that prepares them more for their crime-fighting
role as opposed to training that will accommodate their social service
role.

This was the backdrop for the study and made it a challenging

experience because of a need to carry out the following activities:
1.

Gaining access to law enforcement agencies in order to pro¬

pose conflict management skill training for law enforcement agency
personnel;
2.

Receiving an invitation to return and give an indepth ex¬

planation of the workshop to other members of the department;
3.

Gathering data in order to be able to adapt the workshop

contents to departmental and client needs;
4.

Securing training facilities and scheduling of workshops;

5.

Responding to defensive and hostile questions and

participants;
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6.

Determining the effectiveness of the
workshop qualitatively

and quantitatively;
7.

and

Conducting post-workshop evaluations and interviews.

Qualitative Methodologies

In order to capture the flavor and essence of the police partici¬
pants'

story as well as the concerns of the people involved prior to,

during,

and after the training,

search techniques.

the researcher employed qualitative re¬

In order to assess the cognitive effect of the work¬

shop on participants an instrument that would lend itself to quantita¬
tive methodology was administered.

It is important to choose a method

or mixture of methods which is appropriate to both the subjects and the
circumstances of the study
Trow

(1970:143)

(Denzin,

1970;

Douglas,

1979;

Rist,

1979).

suggests that

...different kinds of information about man

[sic]

and society are gathered most fully and economi¬
cally in different ways,

and...the problem under

investigation properly dictates the method of
investigation.
Much of the

flavor and perceptions of researchers and participants

alike would be lost in quantitative analysis as Bogdan and Taylor
(1975:4-5)

note:
...qualitative methodologies

[which]

refer to

research procedures which produce descriptive
data:

people's own written or spoken words...

allow us to know people personally and to see
them as they are developing their own defini¬
tion of the world... Qualitative methods enable
us to explore concepts whose essence is lost
in other research approaches.
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Among the techniques for this study were structured and unstruc¬
tured interviews,
(1971:76)

at times with the aid of an interview guide.

Lofland

refers to this method as "a flexible strategy of discovery,"

and it provided the researcher with insight into the wants,

needs,

and

goals of the police with regards to conflict management skill training.
The interview appeared to be the most effective means of providing "a
framework within which respondents
ing in their own terms"

(Patton,

[could]

1980:205)

express their own understand¬
and offer to the researcher

insights they had acquired through their experiences in their work
(Selltiz,

1967:55;

Harrison,

1982:48).

Upon further review of the literature in search of other appropri¬
ate research techniques to be employed in the acquisition of data for
the study,

the researcher found it advantageous to compare one method

against others

(Richardson,

Dohrenwend,

and Klein,

viewing coupled with participant observation
40)

1965:22-30).

(Bogdan and Taylor,

Inter¬
1975:

would allow the investigator to more accurately assess the partici¬

pants'

attitudes toward the training and its application to their work

setting.
In one way researchers join the subjects'

world,

but in another way they remain detached.

They

unobtrusively keep a written record of what hap¬
pens as well as collect other forms of descrip¬
tive data.
They attempt to learn from the sub¬
jects,

but not necessarily be like the subjects.

They may participate in their activities but on
a more limited basis and they do not compete for
prestige or status.
think,

They learn how the subjects

but they do not think like subjects.

They are empathetic,
(Bogdan and Biklen,

but also reflective
1982:119).
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Thus,

while participating in the workshop experience the research¬

er was able to alternate roles,
of the training,
experience.

solicit responses about the usefulness

and observe participants'

reactions to the workshop

Being accepted and trusted by the group was an important

factor in being able to successfully conduct the study.
As time is spent with subjects,
becomes less formal.

the relationship

The researcher's goal is to

increase the subjects' level of comfort, encour¬
aging them both to talk about what they normally
talk about,
searcher.

and eventually to confide in the re¬
Researchers build trust by making it

clear that they will not use what they are find¬
ing out to demean or otherwise hurt people
(Bogdan and Biklen, 1982:119).
Without that bond of trust the researcher would not have gained such
insight into the groups participating in the workshop.

Trust was ex¬

hibited at lunch in the station house and at other times outside the
organization.
The researcher's past relationship to the field of law enforcement
and corrections was helpful in that he was aware of the nuances of situ¬
ations and understood that access to these organizations would not be
easy.

Such a linkage had the advantage of allowing the researcher to

plan a strategy and avoid the problem of "going in cold"
1976:95).

(Lofland,

The disadvantage of a previous relationship with an organi¬

zation that is to be studied is the danger of a bias in data collection
and interpretation which could seriously discredit the study.
not the case in this

inquiry.

That was

The usual dilemma a researcher has is

how to gain access and negotiate terms agreeable to the researcher and
the group or agency that do not compromise either

(Lofland,

1976:95).
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Douglas'

(1976:60)

statement exemplifies that problem:

...interactions with those who control entry into
the field are primarily manipulative involving
figuring out how to gain entry while preserving
the integrity of the study and investigator's
interests.
Access to the particular law enforcement agencies was a combina¬
tion of current events,
at the right time."

skill,

ingenuity,

In October of 1981,

Rather interviewed Stephen Horn,

Ph.D.,

and being at the "right place
on the CBS evening news,

Dan

President of California State

University at Long Beach and a member of the United States Civil Rights
Commission with regards to the Commission's findings on police violence
and use of deadly force.
phone interview with Dr.

The following day the researcher conducted a
Horn

(October 1981)

who noted that:

Incidence of victims of police shooting,
resulting,

death

have increased over the past year.

There is a definite need for training in human
relations skills and an emphasis on restraint
in the use of deadly force.
That conversation reinforced the investigator's conviction that
conflict management skill training would be appropriate for law enforce¬
ment agency personnel,

yet there was a concern by the researcher that

police would find it threatening because it was not concrete and tangi¬
ble

in their eyes,

training.

as would be firearms,

baton,

and defensive tactics

To test the accuracy of that perception the researcher sub¬

mitted a training proposal to Charles L.
Smith and Wesson Training Academy,

Smith,

Springfield,

the Director of the
Massachusetts.

former special agent and chief of firearms instructor
Bureau of Investigation in New York State,

A

for the Federal

Director Smith provided some
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invaluable insight to the proposal.

The researcher was invited to

spend a day at the Smith and Wesson Academy which consisted of time on
the

firearms range,

hours discussing the

interviews with staff and students,

and several

"judicious use of deadly force" and its relation¬

ship to conflict management skill training.

Director Smith concluded

that:
The Smith and Wesson Academy at present is concerned
with training police officers in the judicious use of
deadly force.
They carry weapons and must be respon¬
sible for their actions.
It is necessary that they
[police] learn proper weapons handling and to apply
deadly force only when necessary,

i.e.,

extreme and grave circumstances.

There is a need for

in the most

the training that you have proposed but it should be
at the department level.
His logic was clear and sound and the advice was excellent.
Based on Director Smith's recommendations and new insight gained from
a day well spent at the Smith and Wesson Academy,

the researcher began

to select a target population for the study.

Selection of the Subjects

The
three

selection of workshop participants was based on the following

factors:
1.

Geographic location:

police departments located in a region

with varying populations.
2.

Access to law enforcement agencies.

3.

Departments with a need and/or interest in conflict

management skill training.
No attempt was made to choose the workshop participants randomly.

The concern was to obtain a cross

-section of police officers ranging
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from patrolmen to police chiefs.

Officers and administrators with a

high interest in conflict management skill training for law enforcement
professionals as well those officers and administrators who were not
that enthusiastic about the subject matter were encouraged to attend
the workshop because of both groups'

ability to provide insight into

the practicality of such training for other law enforcement agency per¬
sonnel

(Selltiz et al.,

the study

(Wolf,

1981)

1967:55).

an effort was made to recruit participants serv¬

ing different populations.
1.

In order to enhance the validity of

These included:

A large urban area with a large minority population,

i.e.,

black and/or Hispanic American.
2.

A small urban area with a large minority population,

i.e.,

black and/or Hispanic American.
3.

A rural area with a predominantly part-time force,

i.e.,

specials who would depend on back-up from other communities such as
a small metropolitan force.
4.

An area with predominantly middle class,

upper middle class,

and those in or striving to move into those classes,

such as an

academic community.
Each of the four types of areas listed above would contain per¬
sonnel within the organization and clients outside the organization
with varying levels of communication and social skills.

The diversity

of the settings would aid the researcher in determining the applica¬
bility of conflict management skill training for law enforcement

agency personnel.
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Gaining Access to the Field

Once the demography of the study was determined the next goal was
to solicit workshop participants.
easy task

(Douglas,
The

Gaining access to the field is no

1976).

first problem to face in fieldwork situations

is getting permission to conduct your study.

Some

circumvent this problem by doing covert research,
the collection of data without subjects'

knowl¬

edge. . .Although some excellent research has been
conducted under cover,

our advice to the novice

is use the overt approach.

Make your interests

known and seek the cooperation of those you will
study

(Bogdan and Biklen,

1982:120).

The overt approach was used in this

study not only because of the

researcher's belief in honesty being the best policy but because without
the

subjects'

knowledge of the researcher's primary goal,

i.e., deter¬

mining whether or not the training materials were applicable to the
client's profession,

there would have been no purpose for conducting

the study.
Getting one's

foot in the door is crucial,

with a sensitive client group.
but the

first

especially when dealing

There are several ways this can be done,

step requires that an investigator does all his homework.

It is necessary for the researcher to be able to
skillfully garner information from a variety of
sources with reasonable
ing,'

'counting'

and

'discount¬

learn enough to present himself advantageous¬

ly to the right person at the right time
and Strauss,

(Schatzman

1973:20).

Once that task was accomplished it was time to make the initial
contact with prospective workshop participants.
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This
but

not only
also

some

involves
skill

necessary processes
tions.

for him:

easily;

as well

some researchers

some prefer writing

as comfortable

friend of the
(Schatzman

agencies

1.

the

at one

He

it

a

from him in

3.

to

the

to

then

introduction

1973:20).

An acquaintance

interest in

set up

targeted

law enforcement

the

another

training materials

and asked

fit

superiors.

ground rules

The

for

if he

the demographic cri¬

skill

training

Several meetings

conducting the workshop.

researcher approached a

could be

agency.

With a

an

of

any help

letter of

former

discussed

in gaining

recommendation

access was gained to another police department.

Based on the previous

law enforcement

The

and

police

the

a workshop would be

interdepartmental

that

researcher was

in the Commonwealth of Massachusetts,

law enforcement

hand,

of the

conflict management

recommendation:

office

recommendation.

such

the
and

some member or

initial

attention of his

Solicitation:

approached

of

contact:

Letter of

to

the

contact was made with the

study with him,

access

to have

group make

use

first,

it may be convenient

of the police departments

holder of public

the

as

rela¬

following manner.

in order

2.

Or,

and Strauss,

expressed an

and brought

ensued

study

Personal

employee

teria.

in

and tact,

for entering new social

follow-up with a visit.

Iri this

timing,

The researcher adopts tactics which are

comfortable
phone

judgment,

at approach and engagement

communicated with one of

agency but did not

chief displayed an

concept of

beneficial

conflicts

the

successes

and use

other

the researcher

show the

interest

conflict management.

for his

in

administration

labor negotations.

law enforcement

agencies

letter

in the

He believed

in

settling

The chief

that had
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already

agreed to participate

in the conflict management workshop.

They decided to attend the workshop

The

chiefs of police were

could accommodate

cretion.

The

department

officers,

the

notified

in writing that the workshops

thirty participants who would be

end result was

in which participation was mandatory.

the chief,

first workshop.

There was

second day

a mortality rate of

was organized on

a regional basis.

departments;

rural

second one

serving

a

The

area.

four officers on the

second training

agency

small metropolitan area,

large metropolitan

and patrolmen attended

Attendants hailed

law enforcement

Table

1

for one

Twenty-five police

middle management,

in this particular workshop.

one

chosen at their dis¬

that one workshop was conducted

including

from a

jointly.

session

from three police

serving a rural area,

and the

contains

the

third one came

a geographical break¬

down of workshop participants.

TABLE

1

THE GEOGRAPHIC COMPOSITION OF THE

STUDY POPULATION

Number of
Categories

Academic

Community

(Population

Rural

Participants

25

52.08

1

2.09

33,229)

Community

(Population

Percentage of

Participants

15,580)

City

(Population

44,678)

10

20.83

Small

City

(Population

152,319)

12

25.00

Large

48

100.00

TOTAL
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Interviews and Meetings

The time spent at the Smith and Wesson Academy and at various other
law enforcement agencies was essential for the adaptation of the exist¬
ing conflict management skill training workshop.

Responses were solici¬

ted from potential workshop participants regarding the strengths and
weaknesses of the training materials.
the

The workshop's applicability to

field of law enforcement and the potential

situations were

sought.

guide was developed

for de-escalating crisis

In preparation for this task an interview

(Merton,

Fiske,

and Kendall,

1965:5)

from current

literature on the subject and questions generated by the experience of
the researcher

(Denzin,

1970:132).

Its object is not to elicit choices between alterna¬
tive answers to pre-formed questions but rather to
elicit from the interviewee what he considers to be
important questions relative to a given topic,

his

description of some

Its

situation being explored.

object is to carry on a guided conversation and to
elicit rich,

detailed materials that can be used

in qualitative analysis
As Patton

(1980:198)

(Lofland,

suggests,

1976:75).

"The interview guide simply serves

as a basic checklist during the interview to make sure all relevant
topics are covered."

Lofland's

(1976:76-85)

book Analyzing Social

Settings was the most useful in generating ideas to guide the researcher
in preparation of an interview guide.
"brainstorming"

of ideas,

that is,

As Lofland

(1976:76-77)

listing as many issues pertaining to

conflict within and outside law enforcement agencies,
step in preparing an interview guide.
suggested by Lofland

(1976:76-77)

suggests,

was the first

The other half of the procedure

was to talk and listen to other people

This was done with law enforcement agency

personnel on the federal level
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and also with municipal and state police in New Hampshire.
Fiske and Kendall

(1956:4)

ational analysis."

Merton,

refer to this stage of preparation as "situ¬

The researcher then developed a list of concerns

and questions relating to conflict and law enforcement professionals.
These ideas were generated from research on the subject, media coverage,
personal experience,

and conversations with people in the field.

list of concerns was sorted and categorized.

The

The following themes

emerged during the formation of the interview guide:
1.

Relationship between conflict within and outside the workplace;

2.

Correlation between unresolved conflict and police stress;

3.

The use of deadly force;

4.

Police brutality;

5.

The role of police

in American society:

peacekeepers vs.

crime fighters;
6.

Skills needed by law enforcement agency personnel in order to
effectively handle conflict within and outside of the
organization.

For Patton

(1980:200-201),

the purpose of a guide is to ensure

that significant topics were covered with each of the subjects.
with this approach

[i.e.,

Thus

using an interview guide

within an unstructured situation]

the interviewer

will often find that interviewees will raise im¬
portant

issues not contained in the

[guide],

will even summarize entire sections of the
in one

long sequence of statements

(Denzin,

or

[guide 1
1970:

124) .
It is important that the

guide

to the

interview,

interview guide remain just that:

flexible in nature

a

that does not impose a rigid
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structure on the interaction

(Harrison,

1982:56).

With this in mind

the researcher arranged questions in a logical sequence of events re¬
garding conflict situations within and outside law enforcement agencies.
They were structured so as to enhance the presumed willingness of the
subject to answer them

(Richardson,

Dohrenwend,

and Klein,

1965:48).

Sensitive questions were placed toward the end of the interview so that
they would not obstruct the development of rapport with the interviewee
(Lofland,
ity,

1976:76-85).

Due to law enforcement professionals'

a tape recorder was not employed.

sensitiv¬

The data from all interviews

were recorded in a notebook in which the pages were set up for notes
and comments

(Lofland,

1976:89,

102-103).

Appendix A contains the question guide before the interviews and
the questions that were actually asked and answered during the formal
interview.
the

The demographic

format and objectives of the study remained

same in all interviews.
As is generally recognized,

one of the principal

reasons for the use of interviews—is to uncover
a diversity of relevant responses,

whether or not

these have been anticipated by the inquirer
(Merton,

Fiske,

and Kendall,

The

Interviews

After gaining access to three
ing the

1956:12).

law enforcement agencies and prepar¬

interview guide the researcher set up times and dates for the

interviews with selected personnel

in order to solicit information

necessary for the adaptation of the conflict management training mater¬
ials

to each organization's specific needs.

This included an overview
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of the purpose and intent of the study,
organizations were selected,
study.

Other researchers

1976:86-87;

Harrison,

explaining how the particular

and the role that they would play in the

(Bogdan and Taylor,

1982:57)

1975:104-107;

Lofland,

and common sense strongly suggested that

participants and their organizations should remain anonymous in the
final data presentation.

Further,

be excluded from the report.
the

initial

any confidential information would

Time and care was exercised in setting up

interview with each organization.

It is important to select

a time and place which are convenient for the subjects,
the nature of the interview,
tractions for both parties
154;

Patton,
The

comfortable,

and relatively free from dis¬

(Bogdan and Taylor,

1975:107;

Brady,

1977:

1980:249).

first and most important interview began with a detailed des¬

cription of the nature of the study,
law enforcement,
view

conducive to

its application to the field of

and an explanation of the overall format of the inter¬

(Bogdan and Taylor,

1975:107).

This provided the interviewee with

a more complete understanding of the project which was necessary to
ascertain his cooperation and develop rapport.
Kendall

(1976:171)

As Merton,

Fiske,

and

suggest:

The interviewer can do much to establish the tone
of the interview by clarifying,

at the outset,

the

purpose of the inquiry and by defining his role as
well as that of the other interviewees.

It is

for

him to set the stage so that others will have gen¬
uine

interest in playing their parts.

Even though the interviewee expressed an avid interest in the pro¬
ject and a need for conflict management skill training for his police
department,

it was apparent

to the researcher that the subject would
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be more enthusiastic about the study if he and his organization would
benefit from participating in the process.

This would equate to his

willingness to become more involved and make a meaningful contribution
to the data.
The researcher is

[dependent on]

the subjects'

per¬

ceptions of his research as a primary motivating
factor in including them to report valid informa¬
tion.

Thus the research itself must somehow be per¬

ceived as need-fulfilling.

The subjects...must per¬

ceive the research as helping them to gain something
which they desire; to explore problems hitherto not
understood and unsolved.

They must feel they are

contributing to something whose completion will be
quite satisfying to them

(Argyris,

1960:114).

The importance of establishing rapport with the subjects cannot be
underscored enough and some researchers
Bogdan and Taylor,

1975)

in-depth interviewing.

(Wax,

1960;

Glazer,

believe that it is essential

1972;

for successful

The largest obstacle to overcome in this study

before rapport could be successfully established was the guarantee of
anonymity of the participants.
Once this was accomplished the researcher reviewed the objectives
of the interview and its relationship to the study in order to enhance,
the development of rapport between the subject and interviewer
Fiske,

and Kendall,

1956:172).

(Merton,

Because the researcher had a prior re¬

lationship with the field of law enforcement a basic rapport already
existed.

This was enhanced by a mutual need and concern on the part of

both parties to improve existing conditions in the field of law en
forcement.

The problems and dilemmas formerly faced by the researcher,

which had prompted him to conduct the study,

the

subjects.

were also experienced by
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A great deal of understanding of the fieldwork
process can be gained by conceiving of it as
frequently involving a reciprocal exchange be¬
tween two persons—a research worker who wants
to get data,

and a respondent who has certain

gratifications as his aim

(Gusfield,

Rapport and honesty tend to follow suit.

1960:99).
If honestry were lacking

on the part of one or both parties much would be lost.

Without honesty,

^®ither party would feel comfortable in expressing his own opinions
even if those opinions were in disagreement with each other.

In keep¬

ing with this a tape recorder was not used despite Lofland's

(1976:89)

warnings that "for all intents and purposes it is imperative that one
tape record...if conceivably possible,
view."

In this case,

tape record.

as mentioned earlier,

Then one can inter¬

this would have been a

severe handicap and would have obstructed the interviewing process due
to the subjects'
The

sensitivity to such a procedure.

first interview began in a structured and cordial manner with

close adherence to the interview guide.

After a few exchanges the re¬

searcher noticed that the interviewee really was interested in conflict
management skill training for his department but was reluctant to dis¬
close departmental business to an outsider.

At this

juncture the in¬

vestigator provided further assurances of anonymity of the study sub¬
jects,

displayed a certain amount of empathy for his circumstances,

re-asserted the nature of the training program.

and

With this a rapport

began to develop between the interviewer and the interviewee.

The ex¬

change and flow of the conversation between both parties became more
fluid and flexible

to emerge.

(Lofland,

1976:76),

and new topics and themes began

---- things
-life,
As with most
in

understanding the nuances of
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situations and a good sense of timing is most advantageous.

With this

m mind the interviewee was encouraged to be introspective and reflect
on personal and work-related experiences.

Both the researcher and sub¬

ject openly shared "war stories," highlighting concerns both parties
raised regarding the appropriate management of conflict and the deescalation of crisis situations for law enforcement professionals.
F.

Lazarsfeld

(1972:193)

Paul

in his work Qualitative Analysis supports this

approach when he states:
[Regarding]

this technique of fitting questions to

the experience of the respondent...We advocate a
rather loose and liberal handling of a question¬
naire

[i.e.,

guide]

by an interviewer.

It seems

to us much more important that the question be
fixed in its meaning than in its wording.

This

new emphasis places the responsibility on the
interviewer for knowing exactly what he is trying
to discover and permits him to vary the wording
in accordance with the experience of the respon¬
dent.
The first interview lasted an hour and fifty minutes,

covering a

variety of issues and topics inclusive and exclusive of those contained
in the guide.

There was a clear sense of which included in the guide

were relevant to the topic area.
the

The subject requested another meeting

following week that would include other administrators and repre¬

sentatives of the patrolmen's meeting.

At that time he expected a re¬

vised training proposal that would meet departmental needs and concerns.
Thus it was necessary for the researcher to begin organizing the data
for a second presentation.
Ch.

5)

Some researchers

(Glaser and Straus,

refer to this as a model of constant comparative analysis.

accordance with this concept,

1967:
In

it is necessary to begin analyzing pre¬

liminary data while still in the process of gathering it.
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Not having employed a tape recorder,

it was

important that any and

perceptions of the first encounter be recorded in writing.

The

researcher would be unable to compare nuances in voice tones when cer¬
tain subjects were compared with transcripts of tapes,
sary to improvise and adapt to the problem.
by

instituting the following procedures
1.

so it was neces¬

This obstacle was overcome

(Eve,

Interview,

1982).

Any and all perceptions regarding the researcher's first

interview were recorded by hand in a notebook immediately after the
interview.
2.

At the end of the same day perceptions of the interviewer

and the interviewee with regards to issues covered during the inter¬
view were put on tape.
3.

A transcript was made.

Both perceptions were cross-checked with the interview guide

in order to enable the researcher to formulate

"categories of analysis"

and to "compare incidents applicable to each category"
Straus,

1967:105).

With the aid of this technique,
from the data and,

recurring themes began to emerge

as Glaser and Straus

(1976:105)

is the basis for generating grounded theory,
in data

(Glaser and

(Glaser and Straus,

i.e.,

suggest,

this method

theory that is based

1976:35-43).

After any one interview session the interviewer
would compare the data actually obtained in the
interview to the data desired as specified in
the guide in order to begin planning for the
next

interview

(Patton,

1980:257).

The day after the initial interview a summary was prepared coupled
with a revised guide

for the next encounter.

The result was a new
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interview guide

encompass

The

the

designed

range of

second

topics covered

to

that

and

tions

of

first

the proceedings,

and provide

in

lieu of

the

and

fears

initial

goals of

an

the project.

regarding

the

following

interviewed;

law enforce¬

two other de¬

from the patrolmen's union;

The

Straus

format of

(1976)

the meeting ad¬

in their book How

a referee,

the

group memory

researcher with his

a tape

recorder.

for

(Doyle

percep¬

The neutral ob¬

the

an

introduction by

researcher

to

Questions

and concerns were

anonymity were put to rest.

issue were

expressed

the researcher explain¬

The

from the previous

subject's

perception of conflict within and outside

technique

enabled the

what

the

respondent meant

interview guide were

(Richardson,

in

Dohrenwend,

collecting

researcher's

the data

interview and aid him in understanding

This

first

solicited

in order to verify

collected

interested

interview.

accuracy of data collection.

personal views of

vised

that would

individuals and consti¬

a cross-reference

The meeting opened with

ing

and

observer would act as

1976:38-54),

the

next meeting

Work.

server's notes would provide

enhance

subject

three patrolmen

suggested by Doyle

neutral

Straus,

in the

and a neutral observer.

to Make Meetings

The

the

administrators;

researcher;

hered

the

Participants consisted of

ment agency personnel:

the

for

interview would be with eight

tuted a meeting.

partmental

specifically

researcher

to

raised

organization.

to compare his perceptions of

say.

Issues contained

in order of

and Klein,

the

the

their

1965:22-30).

in the

re¬

importance

The

researcher was

information that would provide

a more

accurate
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reflection

mental

and

levels

relation of

with

regards

researcher did not have

due

to

to

suggested by

a choice

them.

as to the

to be

time

Becker's

training.

The

frame between meetings

trained on a

schedule

(1970:22)

book.

interviews

Sociological Work,

in order

that was

time

and an

trained within a particular

time

frame.

sense of

established between the

No problems or obstacles

...The personality of
relations

with

an essential

for one which is

impending departmental need to be

The meeting progressed successfully and a

along with rapport was

where he ad¬

that one may guard against

time-related observation or perception

constant over

jects.

skill

all depart¬

Thus a dichotomy existed between the methodology

intervals between

mistaking a

more

to conflict management

the department's urgency

convenient

vised

law enforcement professionals on

credibility

researcher and the

sub¬

arose.

the

investigator

the people he

is

and his

studying are

source of understanding

(Diesing,

1971:147) .
As Bogdan and Taylor

a mood conducive

ideas

in response

to

the

to

nonjudgmental while

ject's

"the

ty,

opinion.

attitude

of

seeking

The

due

to

of

(1975:113)

sharing of

issues

suggest,

ideas,

raised by the

management

subjects,

goal

the

investigator...[should be]

rather

skill

at times expressing his own

The

subjects'

researcher maintained

being careful to be

not disagreeing with or disapproving of

of

than

the

interview was

testing"

(Selltiz

term anonymity has been employed

the

the

extreme

training,

to evoke

one of

et al.,

several

Thus

alert receptivi¬

1967:60).

times

formerly explained.

sub¬

insights.

in this
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m conflict

The meetings
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information about training was
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individual
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between
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obvious
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say may

the

right
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about
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The consequences

that the
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be

from

subjects
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superiors
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silent.

Anything
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that
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not being discreet.

confidence

and group

include
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access
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Gusfield,

to prior

from a

in a vulnerable
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1956;

able
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1960;

of
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gained by
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even

the

if

the

that

subjects

1972).

law enforcement experience,

identify

is

the

raised be¬

subjects he

some of

the
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report all

Glazer,

issue

factions within

law enforcement agencies.

professional
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first-hand knowledge of:

individual

researcher

information
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researcher's
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public were

have a
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law enforcement professionals.
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react

and their positions
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position by articulating openly
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tion

sub

confidential material.

relevant,

interesting

information

jeopardizes

(Merton,

Fiske,

and

Being allied with

the

the

researcher was
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The interviewer's manner and role can strongly
affect what the interviewee chooses to tell him,
as can the situation in which the interview is
conducted (Becker, 1970:104).
Interviews were conducted among professionals and the subject was able
to trust the researcher to be discreet in identifying that information
which would have negative repercussions if publicized.
After the meeting was concluded the researcher compiled his data
and categorized recurring themes.
server,

collected that data,

He then met with the nonpartisan ob-

and made a comparison,

larities and discrepancies in the data.

looking for simi¬

The workshop was scheduled

for the following week so it was necessary to begin analyzing the data
immediately.

With this

information the conflict management workshop

materials were adapted and tailored to suit the needs of the group.
The data generated from the first workshop and the experience
gained from the process made the two final interviews with the other
police department officials who would participate in the regional work¬
shop much easier.
cess.

Again,

discretion was used in the interviewing pro¬

Both interviews lasted about twenty minutes.

They were conduc¬

ted with only the police chiefs and their training coordinators.

Adapting the Conflict Management Skill Training Workshop

The completion of the group interview
of the

first phase of the data collection.

(meeting)

signaled the end

The interview enabled the

researcher to ascertain the receptivity of law enforcement agency per¬
sonnel to conflict management skill training and to receive input from
them in order to adapt existing conflict management skill training

113

materials to their particular needs,

i.e.,

change the existing workshop

format by adding or subtracting new or existing training materials.
The major themes that emerged from the

interviewing process were

a need for the following:

1.

Problem-solving skills based on actual departmental case

situations within the bureaucracy of the organization and in the field;
2.

Skill building in the areas of responsiveness and especially

appropriate assertiveness skill training;
3.

Stress management training.

In order to comply with this request the researcher,
auspices of the departmental training coordinator,

under the

developed the

following:
1.

Actual problems germane to each department being trained;

2.

Employed video equipment as an instructional aid during the

skill building and role playing sections of the workshop.

This was

allowed on the basis that departmental officials would be present and
assist the researcher in the erasure of the tapes at the end of each
training session;
3.

Two new sections were added to the workshop:

rational thought

(Ellis,

stress management
Before the

1971;

Ellis and Harper,

(Barrow and Prosen,

a section on

1975)

and one on

1981).

sections on rational thought and stress management were

included in the workshop the researcher expressed his opinion on the
subject while remaining open to any and all suggestions
Taylor,

1975:113)

(Bogdan and

from departmental training coordinators.
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Stress is usually a result or by-product of a commun¬
ication disorder between one or more parties within
or outside the organization coupled with irrational
thoughts,

poor dietary and exercise habits.

Stress

management training is usually ex_ post facto in na¬
ture in that it addresses an existing condition which
may be in its early,

intermediate,

or advanced stages.

But stress management training usually does not ad¬
dress or provide skill training to remedy or change
communication disorders.
When individuals are able
to respond to the needs of others or the organization
while at the same time being assertive of their own
wants,

needs and goals,

their stress levels usually

fall and level out within a safe and functional
range.

It is important to be cognizant of the short¬

comings of stress management training.

It is not

always possible for individuals to change careers or
administrators within the workplace whereas it is
feasible and advantageous to change one's communica¬
tion behavior within and outside the workplace
(McCabe,

Interview,

1982).

The researcher believed it was necessary for the clients to be
absolutely sure of what was meant by conflict management skill train¬
ing,

its relationship to stress management training,

and weaknesses before the workshop commenced.

and its strengths

This point was strongly

emphasized in the group meeting in order to dispel any myth regarding
the cure-all nature of training.
the opening of each workshop.

This issue was again addressed at

Participants were notified at that time

that for any training session to be beneficial the participants must
provide the maximum input in order to receive the maximum of benefits
from the experience.

Also they were instructed that the skills learned

must be practiced both in and outside of the workplace in order to
achieve the optimum effectiveness from the training.
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The Workshop

The conflict management skill training workshop was scheduled to
begin a week after the group meeting,
Mondays

for a duration of 8 hours each day.

were the same
basis.
1.

The

for the second workshop,

The procedure and format

which was conducted on a regional

rationale for such a procedure was twofold:

The timeframe was convenient to the client group allowing

maximum participation by respondents;
2.

to be held on two consecutive

and

It enabled the client group and the researcher alike to

gather additional data regarding the applicability of the training
sessions to the specific needs of the client group.
In order to solicit further responses

from the client group as to

the appropriateness of the workshop and its ability to address the
particular needs of the participants,

informal interviews were conducted

during the actual training sessions and after the first day of each
workshop with selected officers,
training coordinators.

the police chiefs,

The same process

and departmental

for data collection,

synthesis,

and analysis as was formerly documented in the section on interviewing
was employed.
one assistant.

The researcher acted as the workshop facilitator,

A neutral observer was employed again to enhance the

accuracy of the perceptions of the researcher.
ticipant observation

(Bogdan and Biklen,

1982)

The technique of par¬
as mentioned previously,

was also employed.
To what degree and how should researchers partici¬
pate

with

in the activities of the setting?

Gold

(1958)

has discussed the spectrum of possible roles for
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observers to play.
plete observer.

At one extreme is the com¬

Here the researcher does not

participate in activities at the setting.
He
or she looks at the scene, literally or figura¬
tively,

through a one-way mirror.

At the other

end is a complete involvement at the site with
little discernible difference between the be¬
havior of the observer and the subject.
workers

Field-

stay somewhere between these extremes

(Bogdan and Biklen,

1982:127).

At the opening and closing of each workshop a pretest-posttest
(Campbell and Stanley,

1963:5-6;

Wolf,

1981;

Swaminathan,

administered to determine the cognitive changes,

if any,

1981)

was

resulting from

the workshop.

The instrument contained key concepts being taught during

the workshop.

These are as

follows:

a.

Conflict management style

b.

Problem ownership

c.

Responding skills

d.

Assertiveness

e.

Shifting gears

f.

Mutually acceptable problem-solving

The pretest-posttest is contained in Appendix B.
tween participants'

Chapter

Differences be¬

scores on the pretest-posttest are analyzed in

IV.

The next exercise was to take the Thomas-Kilmann Conflict Mode
Instrument

(see Appendix C) .

This instrument is designed to show the

respondent his primary and back-up conflict management styles.

Once

this is determined by the workshop participants they may place emphasis
on the skills necessary to increase their responsiveness,
ness,

or both if necessary,

in conflict situations.

assertive¬
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At the end of the second day of the workshop,
tudes toward the treatment were solicited.

participants'

atti¬

They were expected to re¬

spond to a number of open-ended and forced-choice questions on a written
questionnaire

(see Appendix D).

The questions solicited information

from the participants concerning the following:
a.

their workshop experience

b.

job-related value

c.

content and structure of the workshop

Analysis of this data is given in Chapter IV.
The questionnaire lent itself to both qualitative and quantitative
analysis.

This would allow the researcher to compare his observations

and perceptions regarding the need of conflict management skill training
for law enforcement agency personnel with those gained from the inter¬
viewing process and the workshop participants.
notes:

As Lofland

(1976:6)

"Quantitative studies serve primarily to firm up and modify

knowledge first gained in a fundamentally qualitative fashion."
(1973:1335-1359)

Sieber

reinforces this concept when he states that such pro¬

cedures aid in "the verification of fieldwork interpretations

[and]

the

casting of new light on field observations."
Biographical data,

along with the pretest-posttest and question

naire were coded from 0001-0100 in order to assure total anonymity of

the subjects.
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Summary

In this chapter the researcher presented a description of the over¬
all design of the study consisting of the use of both qualitative and
quantitative methodologies.

A review of the relevant literature on the

methodologies and research techniques employed in the study has also
been included.

The information acquired through the use of these

assessment procedures is analyzed and the findings are presented in
the following chapter.

CHAPTER

I V

DATA PRESENTATION AND ANALYSIS

The previous chapter described in detail the design of the study.
Included in that chapter was the rationale for the use of both qualita¬
tive and quantitative research methodologies.

This chapter focuses on

data analysis in order to determine the appropriateness of a 16-hour
(two 8-hour days)

interpersonal conflict management workshop for selec¬

ted law enforcement agency personnel within the Commonwealth of Massa¬
chusetts.
shop;

A total of 48 subjects participated in day one of the work¬

16.7 percent,

or 7 participants,

failed to return on the second

day of the workshop.

The presentation and analysis of the data for the

pretest and posttest,

therefore,

is based on 41 subjects or 85.4 per¬

cent complete sets of data.
Chapter IV is composed of three sections as follows:
cription of the participants with regard to age,
title

(rank),

and supervisory capacity;

pretest and posttest;

and

(3)

(2)

sex,

(1)

a des¬

education,

job

the results of the cognitive

results of the post-workshop evaluation

form A and B in order to determine the attitudes of the participants
toward the workshop experience.

A Description of the Workshop Participants

The conflict management workshop was designed for all personnel
levels within law enforcement agencies because conflict occurs at all
organizational

levels.

Thus it was appropriate to have participants

from all departments and ranks attend the workshop so that they would
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be able to return to their organization with a common vocabulary and
system germane to solving conflict.
the group
al level

(N=48)

with regard to sex

(Table 5),

job title

The tables provide a breakdown of
(Table 3),

(Table 8),

age

(Table 4),

education¬

and supervisory capacity

(Table 9).
TABLE 2
WORKSHOP PARTICIPANTS GROUPED ACCORDING TO AGE

Age

Number of Participants

% of Participants

23

3

6.3

26

2

4.2

27

2

4.2

28

3

6.3

29

3

6.3

30

4

8.2

32

3

6.3

33

5

10.1

34

3

6.3

36

1

2.1

38

1

2.1

39

3

6.3

40

1

2.1

41

1

2.1

43

2

4.2

44

1

2.1

45

1

48

3

49

1

55

TOTAL

1

48

2.1
6.3
2.1
2.1

100.0
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Looking at the group in or near intervals of 10- shows that a
majority of participants
second largest group
43.

(N=22)

(N=13)

The median age,

that is,

The

distribution was between the ages of 34 and

The least represented ages

55 being the cut-off point.

was between the ages of 23 and 33.

(N=ll)

were between 44 and over with

The mean age of the participants was 37.4.

the age above which are exactly half of the

cases and below which are exactly half of the cases,

was

34.2.

In terms

of describing the group it is convenient to say half of the participant
ages

fell between 23 and 33,

and the other half between 35 and 55.

Law enforcement agencies have had a tendency to be dominated by
males in part due to the physical and potentially violent nature of the
work.

Females have been employed on a limited scale to perform cleri¬

cal tasks,

distribute parking violation citations,

crossing guards,

search female prisoners,

serve as school

and in some cases to accom¬

pany male officers when responding to domestic violence calls.

In the

late sixties in conjunction with both the civil rights and women's
rights movements,
hired for police

women,

on a small scale,

began to apply for and be

jobs in which they would perform the same jobs as men.

They often received much criticism because they were women.
martial artist,

As a

the researcher has met many capable women who could

handle physical encounters as well as,

if not better than,

most males.

Recently when working with a state police department the researcher lis
tened to many complaints about the women troopers who were soon to en¬
ter the

force.

the men felt threatened by the women’s presence and

were concerned that they could never be good troopers.

This myth was
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quickly put to rest when a woman trooper who had only been on the force
a

few weeks put a burly suspect who was in a rage against a wall,

cuffed him,

and brought him to the county jail on her own.

were amazed.

Bystanders

After this incident the researcher interviewed some male

troopers as to their real concerns about having women on the force.
One

interesting theme that emerged was the

their wives

that female and male patrol partners could jeopardize an

existing marriage
See Table
4

3

fear by some troopers and

(an idea that had never occurred to the researcher).

for a breakdown of workshop participants by sex and Table

for a breakdown of females by age.

TABLE 3
WORKSHOP PARTICIPANTS GROUPED ACCORDING TO SEX

# of Participants

Sex
Male
Female
TOTAL

% of Participants

44

91.7

4

8.3

48

100.0

Women police officers were a minority in the
cies

that attended the workshops.

This is more or less consistent with

the concept that women do not usually pursue
However,

this

For example,
to

is

law enforcement agen¬

law enforcement careers.

rapidly changing especially at the national

there is a big push by the Federal Bureau of

hire minorities and women

(Bardon,

ll)82) .

level.

Investigation
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TABLE 4
FEMALE WORKSHOP PARTICIPANTS GROUPED BY AGE

Age

# of Participants

% of Participants

29

1

2.075

32

1

2.075

34

1

2.075

43

1

2.075

TOTAL

4

8.3

The mean age for women was 34.5,

2.9 points lower than for men.

The median age for females was 33 years of age.

Thus the age distribu¬

tion was very similar for men and women workshop participants.
The educational level of the workshop participants was very inter¬
esting and reflects a national trend for law enforcement agency per¬
sonnel to possess at least a bachelor's degree.

Table 5 contains a

breakdown of the study population by educational level.
Sixty-four point six percent of the police officers who partici¬
pated in the study had at least a bachelor's degree as opposed to 35.4
percent of the group who had only completed high school.
entire study population,
degrees or had them.

Out of the

27.1 percent either were working on advanced

It appears to be a well-balanced group with re¬

gard to educational level

(see Table 6).

Education was valued by a majority of the study population.

Dur¬

ing the interviewing process many participants with only a secondary
level education expressed a desire to earn a bachelor s degree.
even distribution of the group regarding educational level was

The
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TABLE 5
EDUCATIONAL LEVEL OF WORKSHOP PARTICIPANTS

# of Participants

% of Participants
—

High School

17

35.4

Bachelor's

18

37.5

Bachelor's plus

5

10.4

Master1s

6

12.5

Master's plus

2

4.2

48

100.0

TOTAL

TABLE 6
NUMBER AND PERCENTAGE OF WORKSHOP PARTICIPANTS WITH A SECONDARY,
UNDERGRADUATE, AND GRADUATE LEVEL EDUCATION

Educational Level

# of Participants

% of Participants

Secondary

17

35.4

Undergraduate

18

37.4

Graduate

13

27.2

TOTAL

48

100.0

125

interesting because education was not a criterion for attendance at
the workshop.

Moreover,

for a profession that is not noted for aspir¬

ing to obtain undergraduate and graduate degrees on a large scale,

this

distribution was quite impressive.
The education level of women in the study population was not as
evenly distributed as was that of the men

(see Table 7).

TABLE 7
SEX AND EDUCATIONAL LEVEL OF WORKSHOP PARTICIPANTS

% of
% of

Female

Female

Partici-

Participants

Male

Male
Partici-

pants

pants

# of
Females

14

29.2

31.8

3

6.2

75.0

18

37.5

40.9

0

0.0

0.0

12

25.0

27.3

1

2.1

25.0

tional

# of

Level

Males

ary

All the

Partici-

Educa-

Second¬

% of

# of All

pants

Undergradu¬
ate
Gradu¬
ate

Seventy-five percent of the female study population

(N=3)

had com¬

pleted a secondary level education whereas 31.8 percent of the male
study population

(N=14)

had completed their secondary level education.

Concerning higher education,
(25 percent)
cational
(N= 30)

i.e.,

bachelor's and beyond,

one woman

of the female workshop participants had achieved this edu¬

level whereas 68.2 percent of the male workshop participants

had earned an undergraduate or advanced degree.

Thus with regard
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to this study population women were not only a minority numerically,
but as a group they did not have a high percentage who had received
undergraduate or advanced degrees.
As with age and educational
on organizational level.

level,

there was no criterion placed

The workshops were open to all

enforcement agency personnel,

levels of

subordinates and supervisors alike

law

(see

Table 8).

TABLE 8
WORKSHOP PARTICIPANTS GROUPED ACCORDING
TO THEIR RANK (JOB TITLE)

Rank

# of Participants

% of Participants

Patrolman

26

54.2

Sergeant

11

22.9

Lieutenant

4

8.3

Captain

4

8.3

Chief

2

4.2

Administrator

1

2.1

48

100.0

TOTAL

The

study population was well represented with regard to rank.

Patrolmen comprised the largest portion

(N=26),

with sergeants

having the second largest representation at the workshop.
ranks have the most personnel in law enforcement agencies.
often looks to his sergeant
policy.
above.

for advice,

guidance,

(N-ll)

These two
A patrolman

and interpretation of

Thus the sergeant must often resolve conflict from below and
It was appropriate that these two groups composed 54.2 percent

f
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and 22.9 percent respectively of the study population.

Along the same

lines,

supervisors were well represented with 4 lieutenants

cent),

4 captains

(8.3 percent),

one administrator

(2.1 percent),

two police chiefs

(8.3 per¬

(4.2 percent),

with such an even distribution in the

chain of command the workshops became a forum where both groups,
staff and supervisors,

and

line

could try to resolve organizational conflict in

a new and different manner.

It was hoped that they would see the bene-

°f the 9,9 integrative style of conflict resolution,
advocated by the workshop,

the approach

and begin to modify their more traditional

style of following the chain of command.
Almost half of the group
supervisors

(N=22 or 45.8 percent)

said they were

(see Table 9).

TABLE 9
NUMBER AND PERCENTAGE OF WORKSHOP PARTICIPANTS
WHO WERE AND WERE NOT SUPERVISORS

Category

# of Participants

% of Participants

Supervisors

22

45.8

Nonsupervisors

26

54.2

TOTAL

48

100.0

It was encouraging to see that the workshop topic drew both sub¬
ordinates and supervisors alike.
represented.

Neither group was disproportionately

This was an important aspect in conducting the training

sessions since it was crucial that both groups,
to be pitted against each other,

who traditionally tend

learn a new style of dealing with
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interpersonal conflict,
formulate

experiment with it in a safe environment,

and

ideas on how the concept imparted to them can be adapted to

improve communications and conflict within and outside their particular
law enforcement agencies.

Determining the Internal Consistency of the
Cognitive Pretest and Posttest

The cognitive pretest and posttest measured the degree to which
the

study population mastered the concepts taught during the workshops.

The results of the participant scores are based on 41
cases because 7 participants

(14.6 percent)

(85.4 percent)

did not return for day two

of the conflict management workshop.
The cognitive pretest and posttest was a ten-item, multiple choice
test in which there existed only one correct answer out of five possible
choices

for each item

(see Appendix B) .

It was based on the key con¬

cepts taught during the conflict management skill training.

This

instrument was developed by the researcher and his associates and fieldtested with state agency personnel in the Commonwealth of Massachusetts
under the auspices of the Institute

for Governmental Services.

The

instrument was straightforward with no obtuse questions and focused
primarily on topics covered in the workshop.

This was important because

law enforcement agency personnel are not enamored with the academic pro¬
cess and,
all,

second,

because the workshops were targeted for most,

populations in an organizational setting.

tation of the

Therefore,

if not

the presen¬

skills taught in the workshop and testing of the reten¬

tion of those skills had to be done in an unambiguous manner.
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The Kuder-Richardson formula 20

(Ferguson,

1976:426-429)

was ap¬

plied to measure the internal consistency of the cognitive pretest and
posttest.

S 2

N

rxx

x

N-l

i=l
S 2
x

where N = number of items
b

^

_ 2

x

=

variance of scores on test defined as

p.q.

=

product of proportion of passes and fails for item i

N

p.q.

(X-X)

/N

= sum of these products for N items

i = 1

(Ferguson,

1976:428)

By employing this formula the pretest received an alpha equal to
.19321.

The fact that alpha increased when an item was deleted indi¬

cated that the item was potentially unreliable.

The

fact,

however,

that

the participants had no prior knowledge of the subject matter and were
probably guessing at the correct answers verified this finding
Table

10) .

(see

The real concern was the internal consistency of the post¬

test.
Based on the data in Table
numbers 1,

3,

4,

10 the problematic questions were

and 9.

At the conclusion of the conflict management workshop the posttest
was administered.

This test was identical to the pretest,

jects had a knowledge base upon which they could draw.

but the sub¬

In theory this

should enable them to choose the correct answer to the questions.
for the posttest was equal to

.64268.

Alpha

Alpha tended to remain stable
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whether items were deleted or not and this indicated that the posttest
had an average reliability with regard to its internal consistency
(see Table 11).

TABLE 10
INTERNAL CONSISTENCY OF PRETEST ITEMS AS INDICATED BY
THE KUDER-RICHARDSON FORMULA 20

Scale Mean
Test

of Item

Item

Deleted

Scale Vari¬
ance of Item
Deleted

Ql
Q2

1.58
1.62

1.43

Q3

1.60

1.52

Q4
Q5

1.70

Corrected Item
Total
Correlation

Squared
Multiple
Correlation

Alpha of
Item
Deleted

.015
.121

.416
.184

.205
.147

-.059
-.035

.117

1.57

.073

.243
.211

1.56

1.40

.042

.173

.190

Q6

1.56

1.40

.042

.173

Ql
Q8

1.70

1.48

.136

.249

.190
.158

1.68

1.45

.139

1.35

.010

.429
.186

.150
.221

1.07

.264

.193

.003

1.39
Q9
1.31
Q10
Alpha = .19321

1.38

TABLE 11
INTERNAL CONSISTENCY OF POSTTEST ITEMS AS INDICATED
BY THE KUDER-RICHARDSON FORMULA 20

Scale Mean
Test

of

Item

Deleted

Item

Scale Variance of Item
Deleted

Corrected Item
Total
Correlation

Squared
Multiple
Correlation

Alpha of
Item
Deleted

Ql
Q2

3.56

4.25

. 328

.301

.613

3.87

4.75

Q3

3.91

4.75

.181
.218

.265
.228

.640
.634

Q4

3.37

4.11

.440

.441

.588

Q5

3.68

4.64

.149

.185

.651

4.25

.340

.418

.610

4.03

.445

.301
.415

. 595

06
Ql

3.43
3.58

08

3.70

4.16

.408

09

3.66

4.18

.382

.267

Q10

3.56

.179

.363

Alpha =

.64268

4.54

.585
.601
. 646

131

The data in Table 11 indicate that there was no significant in¬
crease in alpha when an item was deleted.

This leads the researcher to

conclude that the posttest items, as indicated by the Kuder-Richardson
formula 20, were internally consistent because alpha remained stable,
i.e. , no significant increase occurred to warrant concern when a test
item was deleted.

The Results of the Cognitive Pretest and Posttest

The results of the pretest and posstest are based on 41 or 85.4
percent of the cases.
day of the workshop.

Seven

(14.6 percent) were absent on the second

Table 12 contains a complete breakdown of the

cognitive pretest and posttest item by item.

TABLE 12
NUMBER AND PERCENTAGE OF CORRECT RESPONSES PER ITEM
ON THE COGNITIVE PRETEST AND POSTTEST

Pretest
Item
Q1
Q2
Q3
Q4
Q5
Q6
Q7
Q8
Q9
Q10

#
Correct

%
Correct

8
6
7
2
9
9
2
3
17
21

19.5
14.6
17.1
5.0
22.0
22.0
4.9
7.3
41.5
51.2

Posttest
I tern
VI
V2
V3
V4
V5
V6
V7
V8
V9
V10

#
Correct

%
Correct

23
8
6
32
17
29
22
16
18
23

56.1
19.5
14.6
78.0
41.5
71.0
53.7
39.0
43.9
56.1
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The data in Table 12 demonstrate that there was a considerable im¬
provement by the workshop participants between the pretest and posttest.
At this

juncture it would be appropriate to discuss each test item.

The correct response to each question is highlighted.
Test items one through three were based on the Managerial Grid a
la Blake and Mouton

(1964).

The first section of the workshop was de¬

voted to determining each participant's conflict management style by
completing the Thomas-Kilmann Conflict Mode Instrument
C).

(see Appendix

After an explanation of each of the five conflict handling modes,

their advantages and disadvantages,

the researcher discussed the bene¬

fits of the 9,9 integrative conflict mode.

The goal of the workshop

was to have the participants understand that the 9,9 style was,
long run,

in the

the most advantageous method for resolving conflict within

and outside

the organization.

Their success in grasping this concept

was contingent on the study population's ability to differentiate be¬
tween the other conflict handling modes,

thus the rationale for ques¬

tions one through three.
Question 1:
When a person attempts to resolve a conflict by dominating the
other party,
a.

the conflict is actually ___•

suppressed

b.

smoothed over

c.

postponed

d.

submerged

e.

confronted

Question 2:
When a person attempts to resolve a conflict by compromising or
giving in on some of his important needs,
actually __.*
a.

suppressed

b.

smoothed over

the conflict is
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c.

postponed

d.

submerged

e.

confronted

Question 3:
When a person attempts to resolve a conflict by completely sacri¬
ficing her own needs, the conflict is actually
a.

suppressed

b.

smoothed over

c.
d.

postponed
submerged

e.

confronted

Of the first three test items question one had the most significant
increase in correct responses,

that is,

56.1 percent of correct responses.

an increase from 19.5 percent to

Whereas on question two the amount

of correct responses improved only by 4.9 percent

(14.6 percent pretest

correct responses versus 19.5 percent posttest correct responses).
Question three registered a decrease

from a pretest correct response of

17.1 percent to a posttest correct response of 14.6 percent.
The relatively poor performance on two out of the first three test
items can be explained as follows.
scene,

thus,

mode.

Second,

Police are taught to dominate the

they could relate to the 9,1 domineering conflict handling
there appeared to be a problem of semantics with ques¬

tion two and three with the words submerged and smoothed over.

Finally,

there was a duration of a week between day one and the second day of
the workshops.

The

fact,

however,

that 56.1 percent of the study popu¬

lation could identify a conflict mode that has been documented to cause
serious problems for their profession was encouraging.
Test items
ship

(Gordon,

four through six focused on determing problem owner¬

1977)

as a key skill in conflict resolution.
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Describe who, if anyone, has
a problem in each of the following
situations, then place the letter of the best answer in the space
providod on your answer sheet.
Question 4;
Xgu are the chairman of a committee set up to improve communicallona in your department.
One of the committee meinbers, Joan,
is always late to your weekly meetings, causing a delay in
getting started.
Who,
a.
b.
c.
d.
e.

if anyone, has a problem?
both of us
I have
she has
there is no problem
cannot be determined from information

Question 5:
You arc a department supervisor.
One of your subordinates is
talking to you in your office.
He states:
"I just can't find the time to do everything you expect me to
do.
There aren't enough hours in the day.
Too many demands.
I feel swamped.
It's driving me nuts."
Who,
a.
b.
c.
d.
e.

if anyone,

has a problem?

both of us
I have
he has
there is no problem
cannot bo determined from information

Question 6:
You are a department supervisor.
A now job description requires
one of your subordinates to perform additional duties.
You
notice, however, that he is totally neglecting these additional
duties.
Who,
a.
b.
c.
d.
e.

if anyone, has a problem?
both of us
I have
he has
there is no problem
cannot bo determined from information

The concept of problem ownership was the easiest one to get across
to the study population and also the most pleasurable one to teach.
This is reflected in the significant increase of correct responses by
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workshop participants as noted by the following percentages:
4,

question

pretest correct responses—5.0 percent, posttest correct responses_

78.0 percent;

question 5,

test correct responses
sponses—22.0 percent,

pretest correct responses—22.0 percent,

41.5 percent;

question 6,

post¬

pretest correct re¬

posttest correct responses—71.0 percent.

The

increase in the percentage of correct responses for these questions in¬
dicates that the concept of problem ownership was grasped by the study
population.
Test items seven and eight centered on responding skills
1977) ,

(Gordon,

a concept that was not easy to get across to a group that is

used to providing solutions to other people's problems.

The idea here

was to have the workshop participants listen to the person sending the
message and respond by identifying accurately both the feeling and con¬
tent of that message.

This technique has a triple purpose:

encourages the problem sender to discuss the problem;
plays to the problem sender that the
cause he

first,

second,

it

it dis¬

listener has a genuine concern be¬

is able to recall exactly what the sender said;

and,

third,

it enables both parties to determine the presenting problem as well as
the real problem and the emotion associated with it.

Decide what would be the most effective thing for you to say in
each of the

following situations,

answer in the

then place the

letter of the best

space provided on your answer sheet.

Question 7:
A colleague has been late with information you need to complete a
report.

When you mention it to her,

she is obviously irritated.

The most effective thing for you to say to her is:
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a. "We can talk about this
Sue,
c.
d.
e.

"What's bothering you,
Sue,

later, when you're in a better mood."

acting irritable is very immature and childish "
Sue?

Is something the matter?"

next time just tell me when you're overloaded with work "

"Sue, you're annoyed and feel pressured because I mentioned
this."

Question 8;
Someone you have been friendly with at work has just lost his job.
He is understandably upset and seeks your help.
The most effective thing for you to say to him is:
a.

"You shouldn't feel down.
opportunity."

You should look at this as an

b.

"You're worried because you're not sure you'll be able to
get another job right away."

c.

"You just lost your job.
But Joe, over in personnel,
his job and his wife in the same week."

lost

d.

"Why don't we look at the reasons that you lost this

job so

e.

that maybe you can avoid the same mistake in the future."
"You lost your job because you lack confidence in yourself."

Despite the controversy over learning and performing regarding
skills,

the group showed a positive increase in the percentage of cor¬

rect responses.

Correct answers to question 7 increased most dramati¬

cally from a pretest percentage of 4.9 percent to a posttest percentage
of 53.7 percent.

Question 8 did not have that great of an increase as

demonstrated by the pretest and posttest percentage of correct answers
(pretest 7.3 percent and posttest 39.0 percent).

It is interesting to

note that 53.7 percent of the study population chose d.
which is a roadblock to effective communication,
cated by the conflict management workshop.

for question 8,

an approach not advo¬

This tends to indicate that

participants preferred their former way of problem solving.
response correlates

This

to the voluminous discussions that took place re¬

garding the advantages and disadvantages of this skill area.
Item 9 focused on the study population's ability to deliver a
three-part assertion

(Peck,

1981)

where one responds in an assertive
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manner by

(1)

objectively,

specifically,

and non-blamefully describing

the other's behavior that interferes with you;

(2)

describing how the

other person's behavior tangibly or concretely affects your
(3)

life;

and

congruently expressing your specific feelings about the other's

behavior.

This was one of the most difficult skills to teach to the

workshop participants.
A correct response to item 10 would indicate that the study popu¬
lation understood the skill of mutually acceptable problem solving.
The goal
ties.

The task is

style;
come

in this case is to arrive at a win/win solution for both par¬

(2)

to employ the 9,9 integrative conflict management

focus on the problem,

is win/win;

skills.

(1)

and

(3)

not competing solutions,

so the out¬

employ effective responding and asserting

This process encompasses all the concepts taught in the

workshop.
Question 9:
A subordinate repeatedly interrupts you and the other group members
at your staff meetings,
group.

seriously reducing the effectiveness of the

Before the next meeting,

you ask him to step into your

office.
The most effective thing for you to say to him is:
a.

"Why do you feel you have to talk so much in our staff

b.

meetings?"
"If you have a lot of ideas,

you can always talk to me per¬

sonally rather than taking up so much time at the meetings."
c.

d.

"I don't want to embarrass you in front of the others, but
I'm getting fed up with the way you try to dominate our
meetings."
"When you interrupt so much at staff meetings,
get a chance to fully express their ideas,
information

e.

others don

and I worry that

I need to make the right decisions might not

come out."
"Your ideas are excellent.

,
I would appreciate it,

however,

if you would please hold your comments until people have
finished speaking and not interrupt them.

138

Question 10:
All of the following lead to resolving
a conflict in a way that is
acceptable to both of us except:
a.
b.

We each formulate our solutions.
We evaluate each solution.

c.
d.

We decide on a solution that will meet each of our needs.
We develop a plan for implementation.

e.

We set a time to review how our solution is working.

The relatively slight increase in the percentage of correct respon¬
ses to questions 9 and 10
43.9 percent)

(question 9,

pretest--41.5 percent,

posttest—

indicated that successful performance was commensurate

with the degree of difficulty in executing the skill.

It is encouraging

to note that a high percentage of the study population got these ques¬
tions correct.

It would be plausible to assume that the 9,9 integra¬

tive conflict handling mode was not all that popular with half
cent)

of the workshop participants.

a slight majority
e.

(51.2 percent)

to answer question 10,

munication,

(50 per¬

As was the case with question 8,

of the study population

(N=41)

chose

which again is a roadblock to effective com¬

an approach not advocated by the workshop.

The alternative choices to question 10 were dispersed with no sig¬
nificant preferences indicating a degree of ambiguity among 43.9 per¬
cent of the group as to the appropriate procedure for mutually accep¬
table problem solving.
The data in Table 13 indicates that the study population

(N=41)

achieved a mean score of 2.1 with a standard deviation of 1.08 on the
cognitive pretest.

The mean score on the cognitive posttest was 4.732

with a standard deviation of 1.659.

The difference between the means

on the pretest and the posttest was 2.62.

The increase

in the mean and
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standard deviation

showed

stable

conflict management workshop)

shop participants

results and that the

did have

treatment

a positive effect on

with regard to cognitive

(the

the work¬

learning.

TABLE 13

RESULTS OF THE COGNITIVE PRETEST AND POSTTEST
FOR THE STUDY

Instrument

Mean

S.D.

Pretest

2.100

1.081

Posttest

4.732

1.659

Figure

the

or

8

compares

the

cognitive pretest and posttest.

less

on

the pretest while

scored

19 people

4.

score

of

people

scored

5.

3

or

While

scored a

5

1

6 participants

9.

is

the

place

a vast

pretest and

during

the

3

on

4

scored

5,

As

3

scored

2

increase occurred at the

the pretest,

indicated by Figure

5

on the pretest,

scored

further evidence

on

low on the posttest.

the highest on

improvement over the

is

(N=41)

the pretest but on the posttest

than a

6,

that

encouraging

scored a

scored higher

posttest

This

scored

The most

person

study population

Twenty-six participants

on the posttest.

shop participants

2.62

no one

or

(N=41)

Mean Difference

scores of the

Thirteen participants

on

POPULATION

7,

2

scored 8,

8,

10

no work¬

yet on the

and

1

scored

study population's performance

that cognitive

conflict management workshop.

learning

took
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SCORES

□

Pretest

Posttest

Figure

8.

pretest/posttest

Comparison of
(N=41).

the

scores on the cognitive
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The Results of the Cognitive Pretest and Posttest
with Age as a Variable

In order to determine the study population's

(N=41)

performance on

the cognitive pretest and posttest according to age the entire group
was divided into three age categories

(see Table 14).

TABLE 14
RESULTS OF THE COGNITIVE PRETEST AND POSTTEST
WITH AGE AS A VARIABLE

Post

Pre
Age

Mean Difference

Mean

S.D.

Mean

S.D.

Pre/Post

22-33

(N=22)

1.76

1.97

5.43

1.78

3.67

34-43

(N=13)

2.38

1.32

4.58

1.72

2.19

44-55

(N=ll)

2.30

4.00

1.08

1.7

The most

.823

significant cognitive

learning took place by the partici-

pants who fell between the ages of 23 and 33
mean difference of 3.67.
of

The mean difference

34 and 43 and the mean difference

55 were not that significant,
therefore,

(1.7)

(N=22)
(2.19)

as indicated by a
between the ages

between the ages of 44 and

the least being the last category.

had a significant bearing on cognitive learning.

for this may lie

Age,

The reason

in the fact that the youngest members to participate

in the study had spent the least amount of time under the quasi-military
structure,

realized its deficits,

and were hopeful of change.

During

the interviews this age group expressed the most concern about the in¬
flexible nature of their law enforcement agencies.

Another factor that

emerged during the workshops and interviews was that younger police

142

officers,

for the most part, have had no prior military experience.

The older officers tended to conclude that because of this the younger
ones really did not understand how things should be run.

in future

workshops the researcher will inquire about this notion.

It would be

interesting to see the statistical correlation, if any, that exists
between prior military service and acceptance of the quasi-military
nature of police organizations.

The Result of the Cognitive Pretest and Posttest
with Job Title (Rank) as a Variable

The study population
job title
chief,

(rank).

(N=41)

fell into six categories according to

These were patrolman, sergeant,

and administrator

(see Table 15),

lieutenant, captain,

the administrator being a for¬

mer officer but whose primary function was departmental training co¬
ordinator.
TABLE 15
RESULTS OF THE COGNITIVE PRETEST AND POSTTEST
WITH JOB TITLE (RANK) AS A VARIABLE

Post
Mean

S.D.

Mean Differences
Pre/Post

.948

5.10

1.76

3.10

2.44

1.420

4.40

1.83

1.95

Lieutenant

2.00

1.410

4.25

.957

2.25

Captain

2.66

.577

4.50

1.29

1.83

Chief

2.00

0

4.00

1.41

2.00

Administra¬
tor

1.00

0

7.00

0

6.00

Job Title
(Rank)

Pre
Mean

Patrolman

2.00

Sergeant

S.D.
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The departmental training coordinator

(administrator) made the

most significant gains in terms of cognitive learning with a mean dif¬
ference of 6.

Second to that were the patrolmen who had a mean differ¬

ence of 3.1053.

The remainder of the workshop participants, sergeants,

lieutenants, captains, and chiefs, made no significant gains.
findings are not dissimilar to those where age was a variable.

These
Patrol¬

men being the youngest group to participate were also the most optimis¬
tic regarding the contents of the workshop.

The training coordinator,

who expressed a desire to change the interpersonal communications habits
of his particular department, appears to have received the most from
the conflict management workshop experience.

Job title

(rank), there¬

fore, had a significant bearing on cognitive learning.

The Results of the Cognitive Pretest and Posttest with
Highest Level of Education Completed as a Variable

Six levels of education were represented at the conflict management
workshop,

ranging from participants with high school diplomas to those

with a master's degree plus additional course work

(see Table 16).

The data in Table 16 indicate that participants with the highest
level of education
mean scores

(N=2)

appeared to have a significant increase in the

(from 1.500 to 6.000).

One of the participants with a high

mean difference was the training coordinator for one of the police de¬
partments.

That being the case, highest level of education coupled

with a high interest in the subject matter may account for the high
mean difference.

As for the other officer with the high mean difference

one can only assume

that level of education completed had a bearing on
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TABLE 16
RESULTS OF THE COGNITIVE PRETEST AND POSTTEST WITH
HIGHEST LEVEL OF EDUCATION COMPLETED AS A VARIABLE

Education

Mean Difference

Level

Pre Mean

S.D.

High School

2.00

.925

Bachelor's

2.15

Bachelor's +

Post Mean

S.D.

Pre/Post

4.80

1.85

2.80

1.21

4.40

1.54

2.24

1.75

.957

4.50

1.29

2.75

Master's

2.66

1.36

5.20

1.92

2.53

Master's +

1.50

.707

6.00

1.41

4.50

cognitive learning.
pleted high school
degree plus

The remainder of the group--participants who com¬
(M.D.=2.8),

(M.D.=2.75),

anced with no extremes.
school graduates

and master's degree

2.75)

Similarly,

(M.D.=2.24),

bachelor's

(M.D.=2.53)--was well bal¬

Looking at the mean differences between high

(M.D.=2.8)

with a bachelor's degree
.553.

bachelor's degree

and the mean difference of participants

(M.D.=2.24),

one will notice a decrease of

with participants possessing a bachelor's plus

and those with a master's degree

in the mean difference of

.2167.

(M.D.=2.53),

(M.D.=

there is a decrease

The trend of a decrease in the mean

difference between a secondary level education and college

level educa¬

tion and a master's degree and a master’s degree plus is contrary to
the logical progression of steady improvement if there were to be a
correlation between higher education level and highest score obtained
on the cognitive posttest.

Therefore,

in order to conclude that highest

level of education completed had a direct bearing on cognitive learning
it would have been necessary to see a constant increase in the mean
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difference as the educational level completed increased.

Thus, due to

the many external variables not accounted for in the study it would be
more appropriate to conclude that highest level of education completed
did not have a bearing on cognitive learning.

The Results of the Cognitive Pretest and Posttest
with Supervisory Capacity as a Variable

Eighteen workshop participants indicated that they supervised 4 or
people,

and 22 officers noted that they were not supervisors

(see

Table 17).

TABLE 17
RESULTS OF THE COGNITIVE PRETEST AND POSTTEST
WITH SUPERVISORY CAPACITY AS A VARIABLE

Supervisory

Pre
Mean

S.D.

Mean

S.D.

Pre/Post

Yes

2.27

1.22

4.47

1.53

2.19

No

1.95

.950

5.00

1.77

3.04

Capacity

The data in Table 17

Post

Mean Difference

indicate that nonsupervisors had a mean dif¬

ference of 3.0455 as opposed to supervisors who had a mean difference of
2.1984.

Based on this information it can be concluded that supervisory

capacity did have a bearing on cognitive learning,

with nonsupervisors

obtaining higher scores on the cognitive posttest.

It must be noted,

however,

that a majority of the nonsupervisors were patrolmen.

noted earlier,

As

patrolmen also had the second most significant increase

between their pretest and posttest scores.

*

It might be hypothesized
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that supervisors were reluctant to change their conflict management
style.

The Results of the Cognitive Pretest and Posttest with
Law Enforcement Agency Affiliation as a Variable

Participants in the conflict management workshop hailed from 4 law
enforcement agencies serving communities that varied in size and demo¬
graphic make-up

(see Table 18).

TABLE 18
RESULTS OF THE COGNITIVE PRETEST AND POSTTEST WITH
LAW ENFORCEMENT AGENCY AFFILIATION AS A VARIABLE

Law Enforcement
Agency

Pre
Mean

S.D.

Post
Mean

S.D.

Academic Community

1.90

.967

4.95

1.82

3.05

Small City

1.88

.928

4.57

1.51

2.68

Large City

2.80

1.22

4.41

1.56

1.61

Rural Community

1.00

0

5.0

Mean Difference
Pre/Post

4.0

0

The largest gain between the pretest and posttest scores was made
by the officer from a rural police department.
ference of 4.

He obtained a mean dif¬

Second to that were those participants from an academic

community who had a mean difference of 3.0524.

Law enforcement officers

from a small city had a mean difference of 2.6825 placing them second to
last.

Finally, the members of the police department serving a large

city had a mean difference of 1.6167 ranking them last.

Therefore law

enforcement agency affiliation had a significant bearing on cognitive
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learning.
light.

The results are interesting when viewed in the following

The lone officer from the police department serving the rural

community participated on a voluntary basis; the officers from the law
enforcement agency serving the academic community solicited the re¬
searcher to do the training with them; the members of the police de¬
partment serving the small city participated on a voluntary basis but
were not compensated for their time; and,

lastly, those participants

from the police department serving the large city attended the workshop
to gain skills that would enable them to deal with upcoming labor nego¬
tiations.

Those most enthusiastic about changing their organization's

conflict management style demonstrated the most significant gains with
respect to cognitive learning as a group.

The Results of the Cognitive Pretest and Posttest with Primary
Conflict Handling Mode as Indicated by the Thomas-Kilmann
Conflict Mode Instrument as a Variable

The data in Table 19 describe the performance of the study popula¬
tion with regard to their primary conflict management style.
as follows:

9,1 or dominating; 9,9 or integrative?

They are

5,5 or compromising

1,1 or withdrawal; and 1,9 or self-sacrificing.
The members of the study population (N=7) with a dominating pri¬
mary conflict handling mode had a mean difference between their pretest
and posttest of 1.8572.

Those

(N=3) with an integrative primary con¬

flict handling mode had a mean difference of 3.

Those

(N=12) with a

compromising primary conflict handling mode had a mean difference of
3.1666.

Those

(N=13) with a withdrawal primary conflict handling mode
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TABLE 19
RESULTS OF THE COGNITIVE PRETEST AND POSTTEST WITH PRIMARY
CONFLICT HANDLING MODE,

AS INDICATED BY THE THOMAS-KILMANN

CONFLICT MODE INSTRUMENT,

Primary Conflict
Handling Mode

Dominating

Pre

AS A VARIABLE

Post

Mean Difference

Mean

S.D.

Mean

S.D.

Pre/Post

2.85

1.57

4.71

1.88

1.85

5.00

1.73

3.0

(9,1)
Integrative
(9,9)

2.00

Compromising

1.66

.887

4.83

1.89

3.16

2.27

1.00

4.23

1.36

1.95

2.16

.752

4. 50

1.64

3.33

0

(5,5)
Withdrawal
(1,1)
Self-Sacrificing
(1,9)

had a mean difference of 1.9581,

while those

(N=6)

with a self-sacri¬

ficing primary conflict handling mode had a mean difference of 3.3333.
Interestingly,

the group with an integrative conflict handling mode,

the approach to managing conflict advocated by the workshop,

did no

better than those with compromising or self-sacrificing conflict hand¬
ling modes.

Participants with dominating and withdrawal primary con¬

flict handling modes made the least significant gains.

Thus,

the ef¬

fect on cognitive learning attributed to primary conflict handling
modes,

as

indicated by the Thomas-Kilmann Conflict Mode Instrument,

was significant.
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The Results of the Post-Workshop Evaluation

The attitudes of the workshop participants toward specific topic
areas covered in the workshop and the workshop in general were solici¬
ted by post-workshop evaluation forms A and B
The results of the participants'

(see Appendices D and E) .

reactions to the post-workshop evalu¬

ation are presented in the following sections.

Post-Workshop Evaluation Form A.

On day one of the first conflict man¬

agement skill training workshop 25 officers attended.
the second day 21 officers were present.

At the end of

Based on N=21,

the researcher

mailed out 21 post-workshop evaluation forms A to the first workshop
participants two months after the workshop.

This was done in order to

determine if the conflict management skill training workshop for law
enforcement agency personnel had any long-term effects on the partici¬
pants or the police department with regard to conflict management.
These

forms were passed out and administered by the command staff shift

supervisor at
response.

roll call on each shift in order to achieve a maximum

Respondents to the post-workshop evaluation forms A were

accounted for as follows:

1 respondent was attending a month-long De¬

partment of Justice Federal Bureau of Investigation training seminar;
2 officers were

ill;

and 1 was on vacation.

Thus,

out of 21 potential

respondents there were only 17 who were physically present at the time
that the questionnaire was administered.

Out of 17 officers only 11

completed and returned post-workshop evaluation
case,

it was plausible

form A.

This being the

for the researcher to hypothesize that 6 poten¬

tial respondents willfully chose not to complete post-workshop evaluation
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form A because they saw no value in the workshop and its pertinence to
their job.

For a complete breakdown of the above see Table 20.

TABLE 20
NUMBER OF OFFICERS PRESENT, ABSENT, CHOOSING AND NOT CHOOSING
TO COMPLETE POST WORKSHOP EVALUATION FORM A

Number

Percentage

11

52.4

Officers ill

2

9.4

Officers on vacation

1

4.8

Officers attending FBI training seminar

1

4.8

Not choosing to complete evaluation form A

6

28.6

Officers completing evaluation form A

Post-workshop evaluation form A was composed of 10 items, 4 of
those were forced choice questions and the remaining 6 items were openended .
Forced choice questions.
1.

Which of the skills presented in the workshop do you remember
and try to use when a conflict situation arises in your daily
life, whether it be at home or at work?
a.

the integrative 9,9 style of conflict management

b.

determining problem ownership

c.

responsive skills,

d.

assertive skills,

e.

"shifting gears"

f.

mutually acceptable problem solving

g.

none

i.e., active listening and attending
i.e., assertiveness vs. aggressiveness

All eleven respondents who chose to fill out post-workshop evalua
tion form A selected choice a., the integrative 9,9 style of conflict
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management

(see Figure 9 and Table 21).

while looking at Figure 9 it

is important to realize that choice a., the 9,9 integrative style of
conflict management, was the one advocated by the conflict management
workshop.

Choices b., c., d., and e. are all integral parts of the

integrative conflict mode.
problem solving.

Choice f.

is also an integrative style of

A choice of either a. or f. tends to indicate that

those participants tried to implement the 9,9 integrative conflict man
agement style advocated by the workshop.

Skills

Respondents

Total

123456789

10 11

9,9 Integrative Style

Number
5

Percent
45.0

Determining Problem
Ownership
Responsive Skills
Assertive Skills

5

45.0

6

54.5

5

45.0

"Shifting Gears"

4

36.4

M.A.P.S.

3

27.2

None

0

0.0

Figure 9.
Choices of the eleven respondents on Item 1 of the
post-workshop evaluation Form A.

Figure 9 clearly illustrates the skills that the workshop partici¬
pants tried to implement in their daily life.
percent)

Five respondents

(or 45

of the 11 who completed post-workshop evaluation form A indi¬

cated that they were using the 9,9 integrative conflict management style,
the approach advocated by the workshop.

Five people

(45 percent) also

indicated that they were implementing the skills of determining problem
ownership and assertive skills.
utilizing responding skills.

Six participants

Four officers

(54.5 percent) were

(36.4 percent) were trying
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the technique of shifting gears and three others

(27.2 percent) were

using mutually acceptable problem solving.

TABLE 21
NUMBER OF RESPONDENTS AND NUMBER OF SKILLS THAT PARTICIPANTS
INDICATED THEY REMEMBERED AND TRIED TO USE AS INDICATED
BY ITEM ONE ON POST-WORKSHOP EVALUATION FORM A

# of Respondents

TOTAL

3.

% of Respondents

# of Choices

3

27.2

1

4

34.6

2

1

9.1

3

1

9.1

4

2

18.2

5

11

100.0

Have you used the handouts as a resource in dealing with a
conflict situation?
Yes
_ No

The handouts for the conflict management workshop were extensive.
They had a dual role in the workshop process.

First, they enabled the

subject to see the particular skill or concept being taught analyzed
and thoroughly explained.

Second, they could be used as a resource for

those wishing to implement the concepts taught during the workshop in
their organization or personal lives.

Question 3, therefore, was con¬

structed to help the researcher determine the usefulness of the hand¬
outs to the workshop participants in their daily lives
Six respondents, a little over half

(see Table 22).

(54.5 percent),

indicated that

they were using the workshop handouts as a resource for dealing with
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conflict situations in daily life.
(N—5)

The remainder of the respondents

indicated that they were not using the handouts.

There is a

probability that 5 of the 6 respondents who indicated on item 1 that
they were using the 9,9 integrative management style were using the
handouts as a resource.

There is, however, no hard statistical data

to determine that other than what Figure 9 indicates.

TABLE 22
PARTICIPANTS WHO HAVE AND HAVE NOT USED THE WORKSHOP HANDOUTS
WHEN DEALING WITH CONFLICT IN THEIR DAILY LIVES AS INDICATED
BY ITEM 3 ON POST-WORKSHOP EVALUATION FORM A

Respondents
Using Handouts

6

4.

Percentage
Using Handouts

Respondents Not
Using Handouts

5

54.5

Percentage Not
Using Handouts

45.5

Would you like to attend a follow-up workshop that would ex¬
pand on the skills covered in the first one?
Yes _

No _

Item 4 was designed to canvass the workshop participants as to
their willingness to attend a follow-up workshop that would expand on
the skills taught in the first one.

This would indicate to the research¬

er that the participants saw a value in the topics covered in the work¬
shop and had a desire to improve their skills regarding the 9,9 inte¬
grative conflict management style

(see Table 23).

The entire group of respondents

(N=ll)

indicated that they would

attend a follow-up conflict management workshop that would expand on
the skills taught in the first one.

These results were very encouraging
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to the researcher because it showed a willingness among this particular
group to pursue the 9,9 integrative conflict management style,
any misgivings they may have had,

clear up

and identify their difficulties in

implementing this system within and outside the organization.

TABLE 23
WILLINGNESS OF WORKSHOP PARTICIPANTS TO ATTEND A
FOLLOW-UP WORKSHOP IN ORDER TO EXPAND THE SKILLS
TAUGHT IN THE FIRST ONE AS INDICATED BY
POST-WORKSHOP EVALUATION FORM A

Respondents

Percentage Willing

Respondents Not

Willing to

to Attend a Fol-

Willing to At-

Percentage Not
Willing to At-

Attend a

low-up Conflict

tend a Follow-up

tend a Follow-

Follow-up

Management Work-

Conflict Manage-

up Conflict

Conflict

shop

ment Workshop

Management

Management

Workshop

Workshop

11

5.

0

100.0

If you answered yes on #4,

0

what skills would you like to

cover?
a.

determining problem ownership

b.

responding skills

c.

assertiveness

d.

"shifting gears"

e.

mutually acceptable problem solving

f.

rational thought and stress management

Item 5 was a follow-up to an affirmative answer on item 4.

Its

purpose was to give the researcher a clearer idea as to what skills the
participants wanted to expand on.

Answers may indicate that respondents
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were unclear or uncertain about particular skills but found them inter
esting enough to pursue

(see Figure 10).

Skills

Respondents

Total

Determining Problem
Ownership
Responding Skills
Assertiveness
Shifting Gears
M.A.P.S.
Rational Thought &
Stress Management

Figure 10.
Choices of the eleven respondents on item 5 of the
post-workshop evaluation form A.

Figure 10 illustrates the skills that the workshop participants
would like to cover in a follow-up session.
percent)

Three respondents

(27.2

who completed post-workshop evaluation form A noted that they

would like to expand on the
Four people

(36.4 percent)

skill of determining problem ownership.
expressed an interest in reviewing respond¬

ing skills and mutually acceptable problem solving.
(45.5 percent)
One person

Five officers

chose assertiveness skills as an area to develop further.

(9.1 percent)

wanted to cover the skill of shifting gears,

a difficult skill whereby one employs both responding and assertive
skills.

Eight respondents

(72.7 percent)

noted that they wanted to

explore rational thought and stress management.
clear majority,
management,

ing .

Thus,

72.7 percent,

a

would be most interested in rational thought and stress

a topic area closely associated with law enforcement train¬
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TABLE 24
NUMBER OF RESPONDENTS AND NUMBER OF SKILLS THAT
PARTICIPANTS WOULD LIKE TO COVER IN A FOLLOW-UP
WORKSHOP AS INDICATED BY ITEM FIVE ON POST¬
WORKSHOP EVALUATION FORM A

# of Respondents

TOTAL

% of Respondents

# of Choices

2

18.2

1

6

54.5

2

1

9.1

3

2

18.2

4

11

100.0

Open-Ended Questions

Question 2.

If you don't use the skills taught to you it was

because...
a.

You disagree with the concept that in a conflict
situation both parties can win but believe that in
a conflict situation there should be a winner and
a loser?

b.

You tried it but got no support from your department?

c.

You tried it but got no support from your fellow
officers?

d.

Other

(fill

in)

____?

Four out of 11 respondents answered this question.
4 chose letter b.,

Two out of the

indicating that they tried to implement the skills

used but got no support from the department.
perceptions that emerged from the interviews.

This is consistent with
Line officers felt that

the communications problem resided with the administrators and stated
that "they did not think the training would change much."

The

fact that
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only 4 of 11 respondents bothered to answer this question coupled with
the

fact that 5 officers did not fill out the post-workshop evaluation

form A leads the researcher to believe that a majority of participants
who attended this workshop felt that the training did little to enhance
their job performance.
Two out of 4 respondents chose letter d.

and wrote the following

statements:
In our line of work there is almost always a loser as
we have to fulfill our police function.
As relates
to the job there is generally no time to talk out the
situations as you suggest.
Not applicable in on-the-road situations
and not useable

[sic]

(usually);

with the people who're involved

in most of the problems here
administration).

(mid and upper level

These statements substantiated two themes that emerged from the
interviews and candid conversations conducted with officers before and
during the workshop.

The first of these is that they lean heavily to¬

ward viewing themselves as crime

fighters rather than peace keepers.

This particular department had been under what the researcher believed
to be undue criticism in many instances for methods employed while sub¬
duing unruly citizens.
cers concerned.

The fear of potential

They identified the

istrators as a primary cause
ganization.
lems,

law suits had many offi¬

lack of good leadership by admin¬

for apathy and low morale within the or¬

Officers feel obliged to find solutions to their own prob¬

which at times are inappropriate.

This is consistent with the

feeling by the men and women in this department that supervisors can
offer them little if any guidance.

The officer feels an obligation to

solve problems immediately especially when his authority is challenged.
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This approach to problem solving does not always have a positive affect
in an academic community.

Because of this attitude it was difficult to

gain part of the group's attention;
haved in an immature manner.

some were outrageously rude and be¬

By mid-morning their inflexible attitude

and resistance to change began to mollify,

a number of individuals ad¬

mitted that they felt threatened by participating in such a training
session.

Thus it was difficult to show them that every situation has a

better solution if one takes time,

changes one's attitude,

employ a 9,9 conflict management style,
other person's wants,

needs,

and goals.

i.e.,

and tries to

being responsive to the

There also appeared to be a

great dislike for the social service part of the job.

Only a few of

the workshop participants saw this as a viable part of their job func¬
tion.

One of those who held this view was a sergeant who had a mas¬

ter's degree in counseling.

This mindset tended to support the re¬

searcher's findings that police officers view themselves as crime
fighters

(Levin and White,

1961;

Thompson,

1967)

when actually 90 per¬

cent of their work comes under the category of a social
tion

service func¬

(President's Commission on Law Enforcement and Administration of

Justice,

1967a).

The second theme that emerged—and one consistent with those
noted in the literature—was the belief held by line staff and mid¬
management personnel that upper-level managers would not be receptive
to conflict management skill training because it advocated two-way com¬
munication
1971;
"yours

(Moran,

Tullock,

1978).

1965)

This obstructs the chain of command

(Angell,

and the quasi-military way of doing things,

is not to question why,

yours is but to do or die.

i.e.,

Cynicism
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about the possibility of implementing conflict management skills was
expressed in many sub rosa conversations before,
training.

during,

and after the

Many workshop participants could see a potential usefulness

of the 9,9 style of managing conflict and its application to the reduc¬
tion of stress but believed that there were too many obstacles in their
way to successfully implement this conflict resolution procedure in
their organization.
Question 6.
If you answered no to #4,
a follow-up workshop?

why wouldn't you attend

None of the 11 respondents answered this query.

All 11 officers

who completed the evaluation form said that they would attend a follow¬
up conflict management skill training workshop.

This response coincides

with their belief that more time was needed to explore more fully the
skills taught at the workshop.

They also noted that a follow-up train¬

ing session could address the problems that they encountered in imple¬
menting the various skills imparted to them during the first workshop.
Question 7.

Did you feel that there was too much material

presented to you in two days?
Five respondents answered this question in the affirmative.
of the

Three

5 provided the following reasons for their answers.
Yes,

I think it should have been a 3-day course.

Yes,

much too much material to digest in a short

time.
Yes,

not enough discussion as to its practical ap¬

plication when it was presented.
The researcher and neutral observer noted that much time was de¬
voted to dealing with the xenophobic nature of the group.
decided to "buy into"

the training,

When they

it was noted that they were able to
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learn the various skills that were taught quicker than other groups
trained by the researcher,

notably educators.

Another hindrance to

honest and open communications among the group was the fact that offi¬
cers often felt inhibited and intimidated in discussing and solving
problems in the presence of their supervisors.

In conversations they

indicated to the researcher that they would have been more candid if
the administrators had not attended the workshop.

In retrospect their

assessment on both counts appeared to be an accurate one.
Six respondents answered question 7
6 stated that the workshop "ran smooth,
role playing."
the interviews.

This

in the negative.

One of the

maybe we needed more time for

statement is consistent with themes expressed in

Police officers are accustomed to hands-on practical

skill training with very little theory.

Much of the time allotted for

role playing was allocated to discussion due to the group's reluctance
to participate
equipment.
First,

in those exercises with or without the use of video

This stems from two fears held by the majority of the group.

there was an unwillingness to solve organizational problems

with supervisors present seeing as
the predominant problem;
distrust of academicians.

line officers viewed them as being

and second,

these same people had a fear and

The latter was a major obstacle since these

officers serve clients who are predominantly members of an academic
community.

This was a conspicuous theme during the interviewing pro¬

cess.

Subjects often expressed concern that they would be

of"

"look stupid" before the instructors.

or

made fun

Such views stem back to

pending lawsuits and criticism directed at the department by a few in
the community.

Officers serving the academic community tended to have
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low self-esteem and felt insecure about their job performance.
over,

More¬

they felt that this self-image was often reinforced by complaints

and ridicule from the community as to how patrolmen and the department
executed their duties.

The section of the workshop entitled "Problem

Ownership" helped them decide exactly who owned this problem and how
they could change it.

Also many officers began to view academicians

in a different and better light than previously due to the manner in
which the researcher and his colleagues dealt with them.
Question 8.

In your opinion,

what was the major strong

point of the workshop?
Nine of the 11 respondents answered this question.
themes emerged from this query.
the

Five distinct

They are presented and discussed in

following sequence:
1.

the material;

2.

the entire workshop;

3.

knowledgeable instructors;

4.

the instructors'

concern for law enforcement professionals,

and
5.

being made aware of alternative solutions to managing
conflict.

The first three items are self-explanatory so time will be spent ex¬

pounding on the latter two.
The majority of officers interviewed were impressed by the instructors'

concern for people in the law enforcement profession and the

time taken by them to understand their needs and concerns.
contrary to the participants'
munity.

This sentiment

This ran

prior experience with the academic com¬

is reflected in the following statements:
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I was pleased to see your deep concern for the prob¬
lems encountered by police officers on the job and
in the home.
The willingness of the teachers to discuss the sub¬
ject matter and relate it to our problems when time
allowed,
the job,
lunch.

especially the practical applications to
although most of this had to be done over

Four respondents were enthusiastic that there exist alternative
solutions to managing interpersonal conflict that are concrete and
tangible.

One individual noted that he was pleased "to be made aware

of the many different skills available to a person in order that he may
resolve conflict,

solve problems,

and reduce stressful situations."

Yet another noted that "making people aware of the many problems that
exist and various ways of dealing with them would be beneficial to the
department."

In support of these viewpoints a third respondent sugges¬

ted that "the clear explanation of different situations and which skill
to apply to each one" was a major strength of the conflict management
skill training workshop.
In terms of the fears and concerns expressed by the officers in
the interviews before and during the workshop it was pleasing to receive
these responses because of two things.
outsiders,

First,

as a group who feared

especially professionals in the community they serve,

the

trainees came away with a better understanding of those professionals
and a belief that if one applies the proper attitude and skills he can
effectively deal with these people he once feared.

Second,

ness gained through the experience broadened the officers'

the aware¬
horizons by

providing them with more techniques to utilize in the difficult day-to-
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day problems that they encounter.

This in itself is a major break¬

through with any group.
Question 9.
In your opinion,
of the workshop?

what was the major weak spot

Ten out of 11 officers who completed the post-workshop evaluation
form A answered this guery.

The following categories emerged:

1.

not enough role playing;

2.

not enough time spent on problem solving;

3.

not enough time to cover all the material;

4.

too much material for time span;

5.

not enough coverage of what causes stress for law enforce¬
ment professionals;

6.

and

use of video equipment.

It is interesting to note that the group desired that more time
had been devoted to role playing.

This segment of the workshop is

directly related to one's practicing of a skill just learned in order
to reinforce the lesson,
enforcement officials,
defense tactics.

and it is a technique employed in training law

especially in the use of firearms and self-

As an instructor in the former mentioned areas,

researcher realizes how important this process is to the students.

the
When

training men and women in the use of firearms and defensive tactics the
researcher would demonstrate the skill five to seven times at various
angles,

then have the

students practice it until they could do it lit¬

erally "in their sleep."

It is apparent that this group had similar

expectations of the conflict management skill training workshop even
though in the meetings prior to the training session the limitations
of the workshop were explained.
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The
gage

fact that line officers and mid-management had so much "bag¬

regarding departmental problems and were reluctant to air it in

front of their supervisors made it difficult to deal with their real
issues and concerns.

A recurrent theme that surfaced during the inter¬

viewing process was poor and inadequate management in all departmental
areas by supervisors.

The workshop participants offered only the pre¬

senting problem in their presence.

Line staff felt frustrated by this

because they tended to view the workshop as a panacea for their organ¬
izational ills.

That hope was confronted by the researcher during both

the interviews and workshop when he warned that "the goal of the work¬
shop was conflict management skill training,

not an organizational

overhaul."
The time allotted for the amount of material covered was a major
concern for the group.

A majority of respondents felt a major weakness

of the training session lay in the fact that too much material was pre¬
sented in too short a time.
Too much material in a short time!

I was unable to

digest it and perform the techniques properly.
Some participants felt that more time should have been spent on
stress management training.
I would like to have seen more in the area of what
causes stress,

especially in police work

eating and sleeping habits,

etc.)

(hours,

and ways to cope

with same.
This concern was consistent with that expressed during the interviews
and the meeting.

Some officers took the organizational problems that

caused stress as a given and were intrigued with the various ways
stress could be managed.

It was their belief that departmental
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communication disorders could not be alleviated;
preservation,

however,

out of self-

one could modify one's stress-inducing physical behavior.

They indicated that they would like to see more of that type of train¬
ing.
The use of video equipment as a training aid,
was a major obstacle

as mentioned earlier,

for many workshop participants.

Following is the

most succinct statement regarding the group's feeling toward its use:
The video tape
made me

format may work for some but it

feel uncomfortable and restricted.

The above statement neatly capsulized the group's sentiments re¬
garding being taped in any form or manner.

As noticed earlier,

this

was expressed in most encounters with interviewees.
Question 10.

Do you feel that conflict management work¬

shops are good for law enforcement agency personnel
or a waste of time?
Ten out of

Explain.

11 respondents answered this query.

A sample of some

of the responses is given below.
Yes,

but I would relate it more to actual situations.

Yes,

because law enforcement persons must deal with

conflict and stress every day and this must be
handled for the better of the community.
Yes,

they are good for law enforcement professionals

because there is much stress in this line of work
that can be approached with some of the basics
taught in the class.
Yes,

if the material can be related to the

cop.'

'street

Most of what I observe appeared to be more

related to a counseling type of situation,

not

police work.
Basically good;

however,

administration is
it more or
There

I found that where union/

found that there is no give and

less falls back to an

'I want'

situation.

is still no mutual discussion at all.
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These statements made by the officers parallel themes that emerged
during the interviews and those discussed in the literature.
spondents perceive policemen as a unique breed,
and dissimilar to others,

Some re¬

a profession isolated

thus their clannish and suspicious nature.

Others viewed themselves as crime fighters as portrayed in the image of
the

"street cop."

bed of activism,

Even though a large academic community can be a hot¬
and even terrorist activity,

it is a far cry from the

day-to-day existence of an urban or ghetto "beat" where the stereotype
of the

"street cop" originated.

Still other law enforcement agency per¬

sonnel take the existing organizational structure,

its communication

disorders and irreconcilable differences as a given.

Yet from the

statements of this particular group one may conclude that conflict man¬
agement skill training is applicable to the law enforcement profession
not as a panacea but because it evoked thought about a better way to
resolve

interpersonal conflict and reduce man's inhumanity to man.

Post-Workshop Evaluation Form B

The second conflict management skill training workshop was conduc¬
ted two months after the first one for participants drawn from the
region,
city.

including officers serving a rural area,

(see Appendix E)

final exercise of this workshop.

months

and a large

Members of three separate law enforcement agencies attended.

Post-workshop evaluation form B
the

small city,

was administered as

There was not a time lapse of two

in administering this questionnaire as there was with the post¬

workshop evaluation form A.

Participants'

responses to the forced
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choice

and open-ended questions

should be viewed

On day one

shop

for

dance.

Out

of

the

the

close

second conflict management

of

form B

light.

law enforcement agency personnel,

By

of

in this

on post-workshop evaluation

the

second day

20 potential questionnaire

ted post-workshop evaluation

23

skill

officers were

TABLE

NUMBER OF OFFICERS PRESENT,

in

atten¬

20 participants were present.

respondents only

form B

training work¬

(see Table

13 officers

comple¬

25).

25

CHOOSING AND NOT CHOOSING

TO COMPLETE POST-WORKSHOP EVALUATION FORM B

Number

Percentage

Officers present

20

100.0

Questionnaires passed out

20

100.0

Questionnaires completed

13

65.0

7

35.0

20

100.0

Questionnaires

not completed

TOTAL

Post-workshop evaluation

which were

form B was

forced-choice questions;

the

composed of

remaining

4

10

items,

six of

items were open-

ended.

Forced-choice
Question

questions
1;

Which of

should be

the

expanded

topics presented

and discussed

future workshops?
a.

personal

conflict

b.

problem ownership

c.

responding

skills

style

in

the workshops

in greater detail

in
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The

d.

assertiveness

e.

"shifting gears"

f.

mutually

13

respondents who chose

form B answered

item 1

designed to canvass

to attend a

in

the

acceptable problem solving

to

(see Figure

fill

11

out post-workshop evaluation

and Table

the workshop participants

follow-up workshop

workshop

that

respondents

as

This

saw a value

item was

to their willingness

that would expand on the

first conflict management workshop.

researcher

26).

skills

This would indicate

in the

topics covered

to the

in

and would help him identify those concepts which were

popular or which confused the

taught

the

the most

group the most.

Skills

Total

Respondents

Percentage

Figure

11.

Choices of

post-workshop evaluation

Figure

11

to

in a

thirteen respondents on

the

skills

follow-up

that

would

like

cent)

who completed workshop evaluation

personal

was

in problem ownership,

to

expand on

the concept

conflict

session.

to explore his

interested

7.7

1

7.7

3

23.1

2

15.4

1

7.7

6

46.2

items

of

form B.

illustrates

cover

the

1

of

style.

the workshop participants

One

respondent

form B noted

shifting gears,

another

i . e.,

i.e.,

per¬

that he would

One participant

while

(7.7

(7.7

(7.7

like

percent)

percent)

wanted

being both responsive
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and assertive

ficers

(15.4

veloped.

skills.

in a

9,9

percent)

Three

integrative conflict management mode.

chose

others

assertiveness as a

(23.1 percent)

Six respondents

(46.2 percent)

acceptable problem solving,

flict management

style.

the

Thus,

interest

in expanding on the

not

specific

just

skills.

post-workshop evaluation

a composite

of

skills

this

9,9

group of

integrative

form B wanted to

necessary to be

#

follow-up on

an

integrative con¬

respondents displayed an

conflict management mode,

(54 percent)

integrative

completing

9,9

style manager.

26

RESPONDENTS AND NUMBER OF

of Respondents

responding

expand on a concept that was

PARTICIPANTS WOULD LIKE TO COVER
INDICATED BY

WORKSHOP

further de¬

wanted to expand on mutually

Seven respondents

WORKSHOP AS

to be

culmination of the 9,9

TABLE

NUMBER OF

wanted a

skill

Two of¬

SKILLS

THAT

IN A FOLLOW-UP

ITEM ONE

IN POST¬

EVALUATION FORM B

% of

Respondents

# of Choices

12

92.3

1

1

7.7

2

13

100.0

Question

2.

The

amount of material

was:
a.

too much

b.

not enough

c.

about

right

covered

in the workshop
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One of the major problems in adapting the conflict management
workshop to meet the needs of law enforcement agency personnel was de¬
termining the amount of material to be covered in two 8-hour days.

The

pre-workshop interviews gave the researcher a feel for the abilities of
the groups to be trained but the real insight had to come from the par¬
ticipants themselves.

The participants’

perceptions on the amount of

material covered were solicited in item 2 on post-workshop evaluation
form B

(see Table 27) .

TABLE 27
NUMBER AND PERCENTAGE OF RESPONDENTS'

PERCEPTIONS REGARDING

THE AMOUNT OF MATERIAL COVERED IN THE CONFLICT MANAGEMENT
WORKSHOP AS INDICATED BY ITEM 2 ON POST-WORKSHOP
EVALUATION FORM B

Amount of Material
Covered

# of Respondents

% of Respondents

Too much

1

7.7

Not enough

4

30.2

About right

8

62.1

13

100.0

TOTAL

One person

(7.7 percent)

believed that there was too much material

covered in the conflict management workshop.
cent)

Four officers

indicated that more material should have been covered.

(30.2 per¬
The re¬

searcher assumed that they were referring to the section on rational
thought and stress management since very little time was left for those
topics.

Eight respondents

(62.1 percent)

noted that,

for them,

the

amount of material presented in the time allotted was about right.
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Items 4 through 7 on post-workshop evaluation form B were devel¬
oped in order to determine the workshop participants'
following:

reaction to the

factors related to appropriately managing conflict;

ness of the skills learned in dealing with future conflicts;
the workshop;

useful¬

value of

and increase of an individual confidence level with re¬

gard to dealing effectively with conflict.
Question 4.

The workshop helped me to understand some of

the factors related to managing conflict.
a.

strongly agree

d.

disagree

b.

agree

e.

strongly disagree

c.

undecided

Three respondents

(23 percent)

strongly agreed that the conflict

management workshop helped them understand some factors relating to
managing conflict.

Eight officers

(62 percent)

agreed that the work¬

shop enhanced their understanding of the factors relating to managing
conflict,

while only 2

(15 percent)

of the respondents of post-workshop

evaluation form B indicated that they were undecided about whether or
not they received a better understanding about the factors related to
managing conflict.
the respondents

It is encouraging to note that 11 or 85 percent of

(N=13)

to post-workshop evaluation form B were in

agreement with item 4.
Question 5.

(See Table 28.)

I will likely be able to use some of the information

and skills I

learned in dealing with future conflicts.

a.

strongly agree

d.

disagree

b.

agree

e.

strongly disagree

c.

undecided
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TABLE 28
NUMBER AND PERCENTAGE OF RESPONDENTS'

REACTIONS TO THE

STATEMENT "THE WORKSHOP HELPED ME TO UNDERSTAND SOME
OF THE FACTORS RELATED TO MANAGING CONFLICT,"
ITEM 4,

ON POST-WORKSHOP EVALUATION FORM B

Reaction to Statement

# of Respondents

% of Respondents

Strongly Agree

3

23.0

Agree

8

62.0

Undecided

2

15.0

Disagree

0

0

Strongly Disagree

0

0

13

TOTAL

Five respondents

(38.5 percent)

100.0

strongly agreed that they will be

able to use some of the skills imparted to them during the conflict man¬
agement workshop.
mer concept,

Another 5 officers

while only 3

(see Table 29).

(23 percent)

(23 percent)

agreed with the for¬

were undecided about item 5

This is another positive indicator of the practicabili¬

ty of conflict management skill training for law enforcement agency
personnel.
Question 6.

I will

likely recommend to a colleague that he/she

attend a future management of conflict workshop.
a.

strongly agree

d.

disagree

b.

agree

e.

strongly disagree

c.

undecided
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TABLE 29
NUMBER AND PERCENTAGE OF RESPONDENTS'

REACTIONS TO THE

STATEMENT "I WILL LIKELY BE ABLE TO USE SOME OF THE
INFORMATION AND SKILLS I LEARNED IN DEALING WITH
FUTURE CONFLICTS,"

ITEM 5,

ON POST-WORKSHOP

EVALUATION FORM B

Reaction to Statement

# of Respondents

% of Respondents

Strongly Agree

5

38. 5

Agree

5

38.5

Undecided

3

23.0

Disagree

0

0

Strongly Disagree

0

0

13

TOTAL

100.0

TABLE 30
REACTIONS TO THE
STATEMENT "I WILL LIKELY RECOMMEND TO A COLLEAGUE
THAT HE/SHE ATTEND A FUTURE MANAGEMENT OF
CONFLICT WORKSHOP," ITEM 6, ON POST-

NUMBER AND PERCENTAGE OF RESPONDENTS'

WORKSHOP EVALUATION FORM B

Reaction to Statement

# of Respondents

% of Respondents

Strongly Agree

7

53.9

Agree

3

23.0

Undecided

1

7.7

Disagree

1

7.7

Strongly Disagree

1

7.7

13

100.0

TOTAL
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Question 7.

As a result of attending the workshop,

I

feel

confident that I can deal with conflict more effectiveiy in the future.
a.

strongly agree

d.

disagree

b.

agree

e.

strongly disagree

c.

undecided

TABLE 31
NUMBER AND PERCENTAGE OF RESPONDENTS'
STATEMENT

REACTIONS TO THE

"AS A RESULT OF ATTENDING THE WORKSHOP,

I FEEL CONFIDENT THAT I CAN DEAL WITH CONFLICT
EFFECTIVELY IN THE FUTURE," ITEM 7, ON
POST-WORKSHOP EVALUATION FORM B

Reaction to Statement

# of Respondents

% of Respondents

Strongly Agree

3

23.0

Agree

6

46.3

Undecided

3

23.0

Disagree

1

7.7

Strongly Disagree

0

0
100.0

13

TOTAL

Three respondents

(23 percent)

were in strong agreement with the

statement that they feel confident that they can deal with conflict
more effectively in the
Six of the officers
(23 percent)

future as a result of attending the workshop.

(47.3 percent)

were undecided,

and 1

agreed with the former statement,
(7.7 percent)

Nine or 69.3 percent of the respondents

(N=13)

3

disagreed with item 7

indicated that their

degree of confidence with regard to dealing with conflict effectively
had increased as a result of their attendance at the conflict manage¬

ment workshop

(Table 31).
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Open-Ended Questions

Question 3.
Please give your reaction to the handouts
distributed during the workshop.
Eight of the 13 respondents stated that the handouts were "very
good."

Samples of the positive responses are as follows:
Very good in all areas.
Very good,
Good,

will be valuable for future reference.

they make the verbal easy to follow.

Very useful,
more

but I felt that we should of

[sic]

gone

in-depth with some of the handouts.

These responses coupled with information gathered from the inter¬
views during the course of the workshop supported the rationale for pro¬
viding participants with a handout for every skill covered during the
two days.

First,

presentation;

the handouts were presented to supplement the oral

second,

to enable the participants to visually see the

skill broken down into its chronological order of progression;

and

finally to provide a reference and guide for practicing the skill
during and after the workshop.
source

for

Thus,

as an instructional aid and a

further reference the material passed out during the work¬

shop was viewed as a valuable and successful tool by a majority of the
13 officers who completed the questionnaire.
Four respondents viewed the handouts in a different light.
Too many at once to be properly evaluated.
Too many and a little redundant.
The handouts should be numbered from beginning to
end in order to maintain organization of pro
gression.
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The quality and usefulness was in good taste but
there should be a

[sic]

increase in quantity so

as to give more information on problem solving.
The above comments support concerns raised during the workshop
about the amount of material passed out.
the

During the morning session of

first day of this workshop the researcher and neutral observer

noted that part of the group appeared to be overwhelmed by the quantity
of material and the rapid rate at which it was distributed to them.
The handout sheets were passed out in their entirety before each ses¬
sion,

i.e.,

each afternoon,

morning,

and afternoon.

The fact that the

material was color-coded but not numbered also caused confusion for
some participants.

(The researcher did not observe this problem in

similar workshops given to members of the Massachusetts State Depart¬
ment of Education.)

It is interesting to note that these complaints

were registered by officers who were neither college graduates nor
supervisors,
handouts.

those who may not have had previous experience with such

Law officers are accustomed to a more direct,

sequential,

and verbal delivery and tend to feel overwhelmed by written or academic
procedures.

The negative reaction to handouts was a valid criticism,

and in future workshops the handouts will be streamlined,

color-coded,

and numbered.
Question 8.

Please list three specific ideas,

concepts,

or skills that you have gained from this workshop
(Management of Conflict).
Focus on those ideas,
concepts, or skills that you had not encountered
before participating in this workshop.
Eleven out of 13 participants responded to this query.
themes emerged:

problem ownership and assertiveness.

Two maior

A lesser concern
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was expressed for the following skills:
spending skills,
32

personal conflict style,

and mutually acceptable problem solving.

re

See Table

for a complete breakdown.

TABLE 32
NUMBER OF WORKSHOP PARTICIPANTS IDENTIFYING SPECIFIC SKILLS
GAINED BY THEIR ATTENDANCE AT THE CONFLICT MANAGEMENT
SKILL TRAINING WORKSHOP

Skills Taught

# of Respondents

Percentage

Personal conflict style

2

15.4

Problem ownership

7

53.9

Responding skills

2

15.4

Assertiveness

6

46.2

"Shifting Gears"

0

0.0

Mutually acceptable problem solving

3

23.0

A major portion of the workshop was spent on the concept of prob¬
lem ownership.
outcome,

It is difficult to resolve a conflict with a win/win

the overriding concern of the workshop,

unless a person is

able to determine who owns the problem and discern the distinction be¬
tween the presenting problem and the actual problem.

Data gathered

through conversations and interviews conducted during the workshop dem¬
onstrated that this was a valuable skill to possess in resolving inter¬
personal conflict.
It was

interesting to note that most officers who attended this

workshop labored under the
their own wants,

needs,

impression that they were not assertive of

and goals in a conflict situation and that they
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tended to confuse aggressiveness with assertiveness,
was clarified and stressed during the workshop in the

a distinction that
following manner:

Acting assertively means standing up for your assertive
rights and expressing what you believe, feel, and want
in direct, honest, appropriate ways that respect the
rights of others (Kelly, 1983:83).
The phrases

"appropriate ways"

and "respect the rights of others"

distinguish assertion from aggression.
to use

An aggressive person may tend

inappropriate ways in dealing with conflict and often disregards

the rights of others.

This lesson was taken to heart by the law en¬

forcement agency personnel in light of potential client civil rights
suits targeted against aggressive and inappropriate law enforcement
procedures.

Also aggressiveness connotes competition which usually

has a win/lose outcome.

A major theme of the conflict management skill

training workshop is for the participant to achieve a 9,9
both assertive and responsive)

(i.e.,

being

conflict management style where each

party emerges a winner.
The integrative

(9,9)

approach to managing interpersonal conflict

was viewed in a more favorable light by those respondents who were
supervisors and were able to see the value of such a conflict manage¬
ment style when trying to resolve disputes within the organization.
The

interviews revealed that line officers had more difficulty in

"buying into"

such a procedure

largely because of the nature of the

client group they serve and the violent nature of street encounters
that tend to accompany the urban "beat."
medium"

It is hoped that a

could be adopted by officers on the street.

happy
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Mutually acceptable problem solving ranked third in preference of
the

skills taught and again only the high level administrators

ment heads and chief)
officers,

chose this skill.

(depart¬

It was not selected by line

seeing it is most applicable to solving organizational prob¬

lems and takes a higher level of sophistication to implement it.

The

more time-consuming and intricate the skill the less likelihood of its
having a broad-based appeal.
Commensurate with the above statement is the lack of support for
the

skill labeled "shifting gears."

This is by far the most difficult

skill taught in the workshop and is a prerequisite for "mutually accep¬
table problem solving."

"Shifting gears" encompasses problem owner¬

ship,

and assertiveness.

responding skills,

Its outcome is the 9,9

integrative conflict management style that leads to a win/win situation
for both parties who are engaged in conflict resolution.
ercise one individual presents a real life problem,

In this ex¬

the other person

tries to resolve the conflict by first responding to the problem sender
in order to determine the real problem.

Once this is determined the

person who has thus far been responsive to the sender's wants,
and goals becomes assertive of his own wants,
order to execute

"shifting gears"

needs,

and goals.

needs,
In

a person must be able to incorporate

the major skills taught in the conflict management skill training work¬
shop.
is

The next and final

step of integrative 9,9 conflict resolution

"mutually acceptable problem solving."

groups had trouble mastering this concept,
sponses on the questionnaire.

In the time allotted all
thus the extremely low re¬
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As

for personal conflict style,

many participants were dismayed

that they did not have a style that they believed to possess or the
one postulated by the conflict management skill training workshop.
Most respondents felt that they were responsive enough and needed
to assert themselves more.
for the most part,

This makes sense seeing that the police,

respond and react to situations.

The interviews re¬

vealed the draining nature of the job.
You are always being called here and there,
and it flows into your personal life.

giving,

No one gives

you a thing.
Thus,

"responsiveness"

as a skill gained in this workshop ranked second

to last with a score of two.

However,

one respondent saw the positive

nature of the conflict management skill training workshop which is re¬
flected in the

following comment:

It helped me to look at things,

think positive

and think things over before I act.
In conclusion the training coordinator for one department,
teaches conflict and stress management,

who

noted that:

I have had them all and teach them,

but I

found your style very informative.
Question 9.

In your opinion what are the major strengths

of the Management of Conflict Workshop?
Twelve out of 13 respondents answered this query.
ies emerged from their responses.
priority.
the

Five categor¬

They are listed in order of their

The highest number of similar responses is ranked first and

least number of similar responses is ranked last.
Four officers believed that a major strength of the conflict man¬

agement skill training workshop was learning about the nature of
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conflict which is summed up nicely in the following statements:
It helped me see

[understand]

to manage it clearer.
experience.

conflict and how

it was a growth rewarding

Recognition that conflicts are part of life and
can be solved (at least not be catastrophic).
Learning how conflict may be handled without anger.
One

individual noted that a strength of the workshop was that it

"helped me find the right direction to manage," which was an overriding
goal of the conflict management skill training workshop.
Two other respondents stated that for them a major strength of the
workshop was that they "came away with more self-confidence as a re¬
sult of the experience"
one's

self so that

and that they were provided with a "view of

[they]

can cope with others."

For two participants the strong point of the workshop was acquir¬
ing communication and assertiveness

skills.

This corresponds with

findings mentioned in earlier discussions.
Finally,

two officers noted the "quality and presentation

conflict management skill training workshop]

were great."

[of the

One in par¬

ticular was impressed by "the communication skills of the instructor."
Question

10.

In your opinion what are the major weaknesses

of the Management of Conflict Workshop?
Thirteen out of 13 respondents answered this question.
those responding felt more time was needed to "digest"
material given.

Seven of

the amount of

This is exemplified by the following responses:

A major weakness was the time factor.
a week course.

It should be
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The major weakness was that it was not long enough.
Much was covered, you need time to look into the
many valuable things that were brought out.
More time should have been spent on the more impor¬
tant skills—too much cramming.
These statements and opinions support findings derived from the
interviews.
Two out of 13 officers believed that this system was impractical
and would not work.
with the

That is an interesting observation and coincides

findings of Blake and Mouton

(1982).

It was suggested that:

this system might work if everyone in the world
were open-minded,
prejudice.
Lastly,
workshop.

objective,

and totally free of

Some of us are not so inclined.

3 out of 13 respondents found no major weaknesses in the

One of these was a departmental training coordinator who was

impressed by the presentation and stated so during the training session.
This workshop definitely made an impression on one department to
such an extent that the researcher and a colleague were invited back
to do a follow-up session on "problem solving."

It is interesting to

note that 53.9 percent of the respondents gained the skill labeled
"problem ownership," which is an integral part of problem solving.

Summary

This chapter was composed of three sections.

The first section

provided a description of the conflict management workshop participants
with regards to age,
capacity.

sex,

education,

job title

(rank),

and supervisory

The next section presented the results of the cognitive pre-

test and posttest

for the conflict management workshop and examined
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the

following variables:

supervisory capacity.

age,

sex,

education,

job title

(rank),

and

The purpose was to determine if they had any

affect on the performance of the pretest and posttest.

Finally,

the

results of post-workshop evaluation forms A and B were presented.
Chapter V presents a review of the study in its entirety with
special attention devoted to the
the methodology,

following:

a summary of the findings,

the purpose of the study,
recent insight into con¬

flict management skill training with law enforcement agency personnel,
and recommendations

for future conflict management skill training with

law enforcement agency personnel.

CHAPTER

V

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

In the late sixties and early seventies law enforcement agencies
came under close scrutiny by the public.

A specific concern that com¬

munities focused on was "police brutality."

The former received its

greatest recognition in two specific areas.

They were the law enforce¬

ment community's handling of civil rights demonstrations and the antiVietnam War demonstrations.
against Americans.

It was a time when Americans were pitted

A new dimension to the situation developed in that

many of the complaints lodged against police departments and the cries
for reform began to come from middle-class America who charged that
police agencies were no longer meeting the needs of the community and
were devoid of creative solutions to difficult problems.

This scenario

was incompatible with the concept of The Great Society proposed by
President Lyndon B. Johnson.

Thus, the birth of the President's Com¬

mission on Law Enforcement and Administration of Justice.
Its mission was to study the problems facing law enforcement agen¬
cies and provide recommendations for their reform.

The commission

linked many of the problems plaguing law enforcement agencies with the
bureaucratic and quasi-military organizational structure employed by
police managers.

Sandler and Mintz

(1974) noted that the military

style employed by police departments established a model for interac¬
tion and communication which when passed on to the public caused prob¬
lems to arise that led to less effective police practice.
writers

(Dailey,

1975; Genz and Lester,
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Several

1976; Butler and Cochrane,
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1977) observed that allegiance to blind loyalty and obedience required
by police organizations was responsible for the development of authori¬
tarian personalities in police officers.

As a result police tended to

respond defensively and sometimes in a hostile and repressive manner
when their authority was challenged.

Another problem associated with

the quasi-military nature of police organizational structure was a lack
of innovation and creativity

(Sandler and Mintz,

1974).

Angell

(1971)

suggested that the hierarchical nature of organizational structure and
emphasis on the chain of command distorted and filtered information
both deliberately and unintentionally.

A consequence of this communi¬

cation behavior was an inability to tap and utilize the vast human
re sources available.
In 1967 the President's Commission on Law Enforcement and Admin¬
istration of Justice and later in 1981 the United States Commission on
Civil Rights recommended that police officers and administrators be¬
come more humanistic in their approach to clients and with each other.
Hopefully better education and training would enhance that goal.

As a

result of the commission's findings funds were made available for the
specific purpose of developing curriculum for law enforcement profes¬
sionals.

Many studies were conducted between 1968 and 1980 to deter¬

mine the effects of education on police professionals.

Cohen s

(1981)

qualitative and quantitative research supports earlier findings that
concluded that police personnel with college and advanced degrees
tended to be less authoritarian and more open to innovative management
styles when compared to non-college-educated police personnel.
ly, Cordner's

(1978)

and Cohen's

(1980)

research indicated that

Final
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reform-oriented commanders, because they are not locked into traditional
police administrative practices, are willing to support and implement
the innovative policies and programs that accompany the open organiza¬
tional model.
Despite the research done and the recommendations made over the
past decade,

law enforcement professionals still have the highest rate

of suicide and diabetes in the country as compared to people in other
occupations.

In addition, personnel in police work have one of the

highest rates of heart attack and kidney disease

(Labrie,

1981).

In

response to this situation police professionals became heavily involved
in stress management training which, however, was usually ex post facto
in nature.

The researcher observed that because police and corrections

officials lacked adequate training in the management of conflict they
tended to improperly manage a dispute, thus escalating the situation
into crisis proportions.
Horn

This observation was substantiated by Stephen

(1981), President of California State University at Long Beach, a

member of the United States Civil Rights Commission.

Horn indicated

that incidence of police shootings, death resulting, have increased
over the past year.

He saw a need for training in human relations

skills and an emphasis on restraint in the use of deadly force.
The observations of the researcher coupled with a re-emergence of
the improper management of conflict by law enforcement agency profes¬
sionals such as have been found to exist in the Miami and New Orleans
police departments, prompted the researcher to undertake this study.
Its purpose was to determine the appropriateness of a 16-hour (two 8hour days)

interpersonal conflict management workshop for police
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professionals.

The study consisted of the following:

workshops con¬

ducted for selected law enforcement agency personnel within the Common¬
wealth of Massachusetts;

analysis to determine how much was learned by

participants about appropriate ways of managing conflict by administer¬
ing a pretest and posttest;

quantitative research methodology in the

form of interviews,

participant observation,

and post workshop evalua¬

tion forms A and B;

and to determine participants'

reactions toward

this type of training.
The findings of the chapter were presented and analyzed in the
previous chapter.
and findings of the
experience,

This chapter contains a summary of the methodology
study,

and lastly,

insight gained by the researcher from the

recommendations for future conflict management

skill training with law enforcement agency personnel.

A Review of the Methodologies and Procedures
Employed in Conducting the Study

The

study was divided into two parts.

The first part consisted

of gaining access to the targeted population of law enforcement agency
personnel within the Commonwealth of Massachusetts,
training needs,

determining their

and getting participants to attend the conflict manage¬

ment skill training workshop.

The

second part of the study consisted

of adapting the conflict management workshop to the clients'
conducting the workshops,
test,

needs,

administering a cognitive pretest and post¬

and completing a post-workshop evaluation in order to solicit

participants'

responses as to the

immediate and long-term effectiveness

of the conflict management skill training workshop.

To effectively
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record
gies

the data generated both qualitative

were

employed.

Forty—eight

were

and quantitative methodolo¬

involved

subjects

in the

from 4 different

law enforcement

conflict management workshop.

85.4 percent,

complete

determine

appropriateness of conflict management

the

sets of data were

Of

agencies

those,

41,

or

collected and analyzed to

skill

training

for

law enforcement agency personnel.

To measure

appropriateness of the

ment procedures were

a pretest

learning

elicit

employed:

and posttest

the

specific

and

to determine

lastly,

strengths

the

following assess¬

interviews and participant observation,

in order

that took place,

training,

the amount of cognitive

a post-workshop evaluation

to

and weaknesses of the conflict management

workshop.

The Cognitive

The

test

5

cognitive pretest and posttest was a

in which there

possible

choices.

existed only

The

ticipants were unaware

posttest.

Pretest and Posttest

The

pretest

of

instrument

this

10-item multiple choice

1 correct answer

for

and posttest were

fact until

focused on key

each

item out of

identical but par¬

they were

administered the

concepts taught during the

conflict management workshop.

Post-Workshop

In order

ment,

to determine participants'

post-workshop evaluation

questionnaires

Evaluation Forms A and B

contained

10

reactions

forms A and B were

forced-choice

toward the

designed.

treat¬

Both

and open-ended questions.
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The

first

evaluation

tered

to

the

after

their

lapse

in

form

form A)

was adminis¬

first conflict management workshop participants

attendance

administering

to determine

individuals

(post-workshop evaluation

the

at the workshop.

The

rationale

this questionnaire was

long-term reactions

and organizations who participated

one post-workshop

evaluation

for the

to enable

and effects

the

forms A were mailed out;

time

the researcher

of the

in

two months

training on the

study.

Twenty-

11 were completed

and returned.

The

second questionnaire

ministered

the

to

the

(post-workshop evaluation

second workshop participants as

conflict management workshop.

forms

B were

administered;

A Summary of the
Workshop

as

13

the

form B)

last exercise

were

completed and returned.

Effectiveness of

the

Conflict Management

Indicated by the Cognitive Pretest and Posttest

that

occurred

were

based on the material covered

cy of

the

tended to

in the

formula

The data

regarding

for

the

point

of

the

entire

conflict management workshop.

20 was

instrument.

remain

The

in the workshop.

applied to determine

the

The Kuder-

internal

an

increase

study population

or

the workshop participants

alpha

in cognitive

information presented in the workshop.

3

consisten¬

(.64268)

items were deleted.

that there was

scored

learning

10 questions

It was determined reliable because

stable when

showed

two percent

in

Twenty post-workshop evaluation

The pretest/posttest measured the degree of cognitive

Richardson

was ad¬

(N=41)

less

scored

more

The mean

than doubled.

on the pretest whereas

5

or above.

learning

score

Ninety

53.7 percent
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Testing understanding of key concepts presented during the work¬
shop produced mixed results.

The poorest performance was on the first

3 test items which were based on the managerial grid a la Blake and
Mouton.

Only 39 percent of the study population

rect response to these questions,

(N-41)

chose the cor¬

indicating that the group had trouble

with that concept.

Items four through six of the instrument focused on the skill of
determining problem ownership.

These questions received the best show¬

ing with 63.5 percent of the study population

(N=41)

choosing correct

responses indicating an above average mastery of this concept.
Items seven and eight centered on responding skills.
(46.35 percent)

of the workshop participants

(N=41)

Almost half

responded correctly

to these questions indicating another problem area.
Item nine

sought to determine participants'

livering a three-part assertion.

understanding of de¬

A high percentage of correct respon¬

ses would indicate the study population's

(N=41)

mastery of this skill.

Forty-three point nine percent of the participants
appropriate answer.

This was

(N=41)

chose the

surprisingly high considering the diffi¬

culty the officers had in performing this technique.
Item ten focused on the skill of mutually acceptable problem
solving,

the culmination of all the skills taught in the workshop.

This attained the
study population
dicate that at

second highest showing with 56.1 percent of the
(N=41)

choosing the correct response.

This would in¬

least half of the workshop participants understood the

concept of the 9,9 integrative conflict management mode,

the one
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advocated by the workshop,

where the goal is to resolve conflict with a

win/win situation for both parties.
The
bearing,

following variables were tested in order to determine their
if any,

on the result of the cognitive pretest/posttest:

job title

(rank),

highest level of education completed,

capacity,

law enforcement agency affiliation,

age,

supervisory

and personal conflict

handling modes as indicated by the Thomas-Kilmann Conflict Mode Instru¬
ment.

Age.

The most significant cognitive learning as indicated by a mean

difference of 3.67 took place with participants who fell between the
ages of 23 and 33

(N=22).

Age as a variable,

therefore,

had a bearing

on the results of the cognitive pretest/posttest.

Job title

(rank).

Patrolmen and a department training coordinator

demonstrated the most improvement on the posttest with a mean differ¬
ence of 3.1 and 6 respectively.

Job title

(rank)

as a variable,

then,

had a bearing on the results of the cognitive pretest/posttest.

Highest level of education completed.
degree plus

(N=2)

difference of 4.5.

Participants with a master's

made significant gains on the posttest with a mean
Due to external variables formerly mentioned,

it

would be appropriate to say that highest level of education completed
as a variable did not have a bearing on the results of the cognitive
pretest/posttest.

Supervisory capacity.

Supervisory capacity as a variable did have a

bearing on the results of the cognitive pretest/posttest with
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non-supervisors

<N=22)

achieving the most significant gains with a

mean difference of 3.04.

—enforcement agency affiliation.

Officers from police departments

serving an academic community

and a rural community

(N=21)

(N=l)

made

significant gains regarding cognitive learning with a mean difference
of 3.05 and 4 respectively.
variable,

therefore,

Law enforcement agency affiliation as a

had a bearing on the results of the cognitive

pretest/posttest.

Thomas-Kilmann Conflict Mode Instrument.

The most significant gains

in cognitive learning were among those participants with the Integra¬
tive

(N=3,

ficing

M.D.=3),

(N=6,

Compromising

M.D.=3.33)

with Dominating

(N=7,

(N=12,

M.D.=3.16),

and Self-sacri¬

conflict handling modes as opposed to those

M.D.=1.85)

and Withdrawal

(N=13,

M.D.=1.95)

conflict handling modes as indicated by the Thomas-Kilmann Conflict
Mode

Instrument.

Personal conflict handling mode as indicated by the

Thomas-Kilmann Conflict Mode Instrument as a variable,

therefore, had

a bearing on the results of the cognitive pretest/posttest.

A Summary of the Reactions and Perceptions of the Study Population
(N=41)

to the Conflict Management Workshop

Post-workshop evaluation forms A and B coupled with the inter¬
views conducted by the researcher were the main indicators as to the
reactions of the workshop participants

(N=41)

toward the treatment.
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Post-workshop evaluation form A was developed to determine partic¬
ipants'

perceptions and reactions to the workshop after two months.

All of the responses should be viewed in this light.
Forty-five percent of those

(N=ll)

responding to post workshop

evaluation form A indicated that they remembered or were trying to im¬
plement the major skills taught during the workshop.

Eighteen percent

of the officers stated that they had tried to implement the skills but
got no support from the department.

Another 18 percent of the officers

canvassed stated that police work was a "win/lose situation,"
win/win management style is

inappropriate.

thus a

They further indicated that

a 9,9 integrative conflict management style is "not usuable
the people who are involved in most of the problems here

[sic]

with

(mid- and

upper-level administration)."
Fifty-five percent of this group noted that they were using the
workshop handouts as a resource

in dealing with conflict.

They were

not overwhelmed by the quantity of materials.
All of the respondents

(N=ll)

completing post-workshop evaluation

form A indicated that they would attend a follow-up conflict manage¬
ment workshop.
Seventy-three percent of those completing this questionnaire de¬
sired an expansion on rational thought and stress management skills.
The

remainder of the participants were interested in reviewing the

other skills taught in the workshop.
Fifty-five percent of the respondents

(N=ll)

indicated that the

amount of material covered in the two 8-hour day conflict management
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workshops was appropriate.

Forty-five percent felt that there was

"too much" material presented in too short a time.
When asked to identify the major strong point of the workshop,
this group

(N=ll)

indicated that the material,

workshop,

and knowledge¬

able instructors were the major strengths of the training.

One of the

most sincere responses was that the instructor had a concern for law
officers as indicated by his conduct toward the participants during
the workshop.

It was interesting to note,

that this group felt abandoned,

almost depressing at times,

not only by what they identified as a

lack of leadership within their organization,
from the community they served.

but by being alienated

Members of this group also indicated

that they were appreciative of being made aware of alternative solu¬
tions to conflict resolution.
This group
shop lay in the
time

(N=ll)

found that the major weak points of the work¬

following areas:

not enough role playing,

spent on solving departmental problems,

short a time span,

too much material in too

not evough coverage of rational thought and stress

management skill training,

and lastly,

Ninety percent of the officers
evaluation

the use of video.

(N=ll)

responding to post-workshop

form A felt that the conflict management workshop was a

good thing for law enforcement agency personnel to attend.
three largest concerns were as follows:
actual situations;
lastly,

not enough

Their

it must be more related to

it must be relevant to the "street cop;

and

union officials noted that two months after the workshop the

union/administration dichotomy still existed.
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Post-workshop evaluation form B was designed to capture the immed¬
iate impressions of the workshop participants regarding the workshop.
AH of the responses should be viewed in this light.
Forty-six percent of those

(N=13)

responding to post-workshop

evaluation form B indicated that the skill of mutually acceptable prob¬
lem solving should be expanded on and discussed in greater detail.
Sixty-two percent of the respondents

(N=13)

felt that the amount

of material covered in the workshop was "about right"

in the time span

provided as opposed to 8 percent of the officers who stated that there
was

"too much material in too short a time."
Sixty-two percent of this group

(N=13)

away with a better understanding of the
a result of attending the workshop.

believed that they came

factors related to conflict as

Twenty-three percent of the offi¬

cers completing post-workshop evaluation form B were in strong agree¬
ment with this statement.
Thirty-nine percent of the respondents

(N=13)

strongly agreed and

39 percent of the officers agreed that they would be able to use the
information and skills learned in the workshop when managing conflict.
Seventy-eight percent of the respondents
uation form B,

therefore,

(N=13)

to post-workshop eval¬

felt that the skills and information learned

in the workshop would be useful to them within and outside their
organizations.
Seventy-seven percent of the respondents

(N=13)

they would recommend the workshop to a colleague.

Eight percent of

this group was undecided about the former statement,

stated that they

indicated that

while 17 percent

would not recommend the workshop to a colleague.
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With regard to feeling more confident about appropriately dealing
with conflict more effectively in the future,
dents

(N=13)

69 percent of the respon¬

agreed that their confidence level had increased as a re¬

sult of attendance at the workshop.
A major concern with this group was with the quantity of handouts
distributed to them during the workshop.
cers

(N=13)

redundant,

Thirty percent of the offi¬

felt that the material given to them was too voluminous,
should have been numbered,

Seventy percent of the respondents

and in some cases,

(N=13)

too cursory.

reacted favorably to the

handouts.
Fifty-four percent of the respondents

(N=13)

to post-workshop

evaluation form B indicated that they gained the skill of determining
problem ownership.

Surprisingly for law officers,

assertiveness ranked

second as a skill gained by their attendance at the workshop.
Thirty percent of the officers

(N=13)

responding to post-workshop

evaluation form B believed that a major strength of the workshop was
learning about the nature of conflict,
handled,

and that conflict is an inevitable part of life,

is properly

but when it

managed it has positive results for both parties.

ty percent of the respondents

(N=13)

dent in dealing with conflict,
the

its results when improperly

noted that they felt more confi¬

that the workshop helped them to find

"right direction to manage,"

fectively and assertively,

Seven¬

that they would communicate more ef¬

and lastly,

the quality and presentation

of the workshop were excellent.
Fifty-four percent of those

(N=13)

responding to post-workshop

evaluation form B felt that the major weakness in the workshop was
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the time factor.
more deeply.

They expressed a desire to explore the subject matter

Fifteen percent of the group thought the 9,9 integrative

conflict management style advocated by the workshop was impracticable
and would not work.

Thirty-one percent of the respondents

(N=13)

found no major weakness with the workshop.

Conclusions

Conflict management skill training workshops are appropriate for
law enforcement agency personnel at all levels.

They can help this

professional group deal with conflict when it occurs both within as
well as outside the organization but must be modified to meet the needs
of this profession.
this

study,

i.e.,

This finding is in keeping with the purpose of

to teach police officers more effective means of

dealing with conflict in a relatively short time span.
The workshop was deemed successful because of the following con¬
clusions derived from the data analysis:

(1)

an increase in cognitive

learning regarding the management of conflict can occur in a two 8hour day conflict management workshop;
supervisory capacity,

(2)

age,

job title

law enforcement agency affiliation,

(rank),
and personal

conflict handling mode as indicated by the Thomas-Kilmann Instrument
had a bearing on the results of the cognitive pretest/posttest;
the most part,

participants were pleased with the workshop;

participants would recommend the workshop to a colleague;

(4)

(5)

(3)

for

most

a major¬

ity of the workshop participants felt that they could employ the skills
imparted in the workshop both within and outside the organizational
setting;

(6)

most of the officers felt that more time was needed to
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cover

the

future

material presented;

workshops

some participants believed

should devote more time

management;

and

conflict as

a result of

(8)

a majority

Recommendations

Based on the

their

felt more confident when dealing with

attendance

at the workshop.

of

this

study and continuing

(law enforcement professionals)

conflict management and crisis de-escalation,

that

the

format of

the premise

are

thought and stress

for Law Enforcement Agency Personnel

findings

client group

to rational

that

for Future Conflict Management Skill Training

Workshops

this

(7)

the workshop

that police

are

should be

the

in the topic

This belief

in nature.

lies

in

Not only

law enforcement officials burdened by the quasi-military nature of

their

organizations,

conflict when

they are

This

necessary or cumbersome physical

encounters.

Police officers

agement

stress.

weapons

useful

trained

skills

unaware

authority

trained at de—escalating

challenged.

sufficiently

their

inadequately

is

are

area of

researcher believes

altered.

potentially violent

research on

and

that

the

and

in managing

Future

personnel

use of verbal

lack of the

these

tactics

former

conditions,

(2)

interpersonal conflict man¬

skills.

skills

Furthermore,

leads to

they

job-related

police departments

focus on

stress management training rather than

conflict management workshops

should

are not

skills

conflict.

include

antic problems with

ling mode;

the

lack defensive

Yet despite

training

in

often leads to un¬

the

regard

devote more

for

law enforcement agency

following changes:

to describing

time

to

an

(1)

clear up the

sem¬

individual's conflict hand

role playing;

(3)

number and color
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code

coordinated handouts;

the particular police

new workshop

training,

to

skills,

the

three

rational

and defensive

reinforce

devote more

skills

segments,

thought

and

training tactics;

taught at

client group,

should be

study done

a

mine

if

there

large

are

in

the

training;

verbal

(6)

the

and nonverbal

stress management

and

(5)

to

skill

follow-up workshops

former ones.

a holistic

approach

for this

field tested and a qualitative and quantiative

sample

of

any concrete

ment of conflict within

to problems germane

namely,

The new conflict management workshop,

on

time

department participating

should have

communication

(4)

the

study population

and tangible

and outside

in order to deter¬

improvements

the organization.

in the manage¬
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INTERVIEW GUIDE

I. FACT SHEET

II.

1.

Subject's Name:

2.

Date:

3.

Position:

4.

Relationship to the

Place:

Department:

law enforcement agency to be trained:

POINTS TO COVER
1.

Purpose of the study.

2.

Researcher's interest in the subject matter.

3.

Researcher's relationship to the law enforcement profession.

4.

Format of the interview:

use of tape recorder,

consent of the interviewee.

in a nondirective manner at times,
interrupt,

Ill.

ask questions,

with the

The interview will be conducted
allowing the subject to

and offer suggestions at any time.

QUESTIONS
Conflict Within and Outside the Department
1.

(Police):

Is there conflict within and/or outside your law enforcement
agency?

2.

Can you describe the types of conflict that arise within your
department?

Try to be specific and provide concrete and

tangible examples.
3.

Can you describe the types of conflict that arise outside
your department when the officers interact with the com¬
munity,

e.g.,

violent encounters,

verbal exchanges,

law¬

suits against patrolmen?
4.

How do you believe that law enforcement agency personnel in
your department deal with conflict?

5.

Would you say that they handle it properly?

6.

How do you view conflict in terms of its ability to streng
then or weaken cohesiveness in your department?

224

7.

If you view conflict as a

real

and positive aspect of daily

life,

especially organizational

flict

is properly handled and provides a growth experience

for

the

individuals

see conflict as
organizational

life,

life,

to disrupt harmony

Can you pinpoint
individuals or

9.

What does

it because

involved and the organization,

a negative
is

aspect of daily

it because

experience with a winner and a

8.

is

in

the

or

if you

especially

it

is often an unpleasant

loser,

thus having a tendency

individual or organization?

or articulate

groups

life,

the con¬

the

effects

conflict has on

in your department?

the term conflict management

skill

training mean

to you?

Note:

At

goals

this

juncture

and objectives

it may be

appropriate

of conflict management

to explain the

skill

training.

Staff:
10.

Conflict within
shift,

between

the department usually occurs within the
shifts,

between watch commanders

and their

subordinates or between high level administrators and

11.

subordinates.

Explain.

Do you believe

that patrolmen

are

their

skilled in handling con¬

flict?
12.

Do you believe

supervisors

and administrators

are

skilled

in

handling conflict?
13.

Are

there

incompetent people

in your department?

Where

and

why?

Training
14.

Describe

the

patrolmen.

15.

What types
How often?

16

of
Is

What resources
you

17.

types of

take

At what

training that the department offers

How often.

Is

training are

it mandatory?

available

for administrators?

it mandatory?
are

advantage

level do

available

to you

of

Why or why not?

the

them?

problems

in

in

the

community.

the department

lie?

Do
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Stress

18.

Police

stress

and burnout are

occupational hazards

of

you elaborate on that

terms

employed when discussing

law enforcement professionals.

Could

statement with regard to yourself

and

your department?

19.

What causes

20.

Is police

stressful

stress

situations

in your

job?

a byproduct of a communication disorder,

lack of personnel management

skill on the part of

the

officer,

or what?

21.

How do you

suggest

that police

stress be

relieved in your

department?

Note:

Sum up the contents of

conflict management
personnel.

skill

the

training

interview and talk about
for

law enforcement agency
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THE MANAGEMENT OF CONFLICT:

the

1.

In the space provided on your answer sheet,
best answer for each of the following:

When

a person

attempts

other person,

2.

the

a.

suppressed

b.

smoothed over

c.

postponed

d.

submerged

e.

confronted

When a person
giving

in on

actually
a.

3.

to

attempts

is

a conflict by compromising or

important needs,

the

conflict

is

suppressed
smoothed over

c.

postponed

d.

submerged

e.

confronted

When

a person

attempts

a.

suppressed

b.

smoothed over

c.

postponed

d.

submerged

e.

confronted

Describe who,
situations,

if

to resolve

anyone,

then place

the

provided on your answer

letter of the

the

in your department.

chairperson

late

started.

Who,

anyone,

both of us

b.

I

have

c.

she has

is

has

completely

actually _.

best answer

of a committee
One

of

set up

the

to your weekly meetings,

getting
if

a conflict by

conflict

following

in the

space

sheet.

cations

always

the

has a problem in each of the

You are

a.

letter of

_.

b.

is

the

actually

to resolve

some of his

place

resolve a conflict by dominating the

conflict

sacrificing her own needs,

4.

PRETEST/POSTTEST

to

improve communi¬

committee members,
causing a delay

in

a problem?
d.

there

e.

cannot be determined

is

no problem

information

from

Joan,

5.

You are

a department

talking to you

to
to

do.

demands.

I feel

if anyone,

a.

both of us

b.

I have

swamped.

c.

he has
there

e.

cannot be determined

one

a department

however,

Who,

anyone,

if

from information

that he

A new

job description requires

to perform additional duties.
is

totally neglecting

You

these additional

has a problem?

both of us

b.

I

c.

he

have
has

d.

there

e.

cannot be

is

no problem
determined

Decide what would be
each of

7.

is

it's driving me nuts'."

supervisor.

subordinates

notice,
duties.

answer

subordinates

is no problem

of your

a.

One of your
states:

has a problem?

d.

You are

He

Th
tlme t0 do everything you expect me
There aren t enough hours in the day.
Too many

do

Who,

supervisor.

in your office.

the
in

following

the

from information

the most effective

situations,

space provided on your answer

A colleague has been

late with

report.

When you mention

The

most

effective
can

talk

thing

a.

"We

b.

"Sue,

c.

"What's bothering

d.

"Sue,

e.

"Sue,

acting

about

it

this

next time

you,

just

the

for you to

to

later,

Sue?

in

sheet.

she
say

to complete

is obviously
to her

when you're

is very

say

letter of the best

information you need

to her,

for you

irritable

thing

then place

irritated.

is:
in a better mood.

immature and childish."

Is

something the matter?"

tell me when you're overloaded with

work."
you're

annoyed

and

feel pressured because

I mentioned

this."

8.

Someone
job.

He

you have been
is

friendly with at work has

understandably upset and

The

most

effective

thing

a.

"You

shouldn't

feel

opportunity."

for
down.

you

to

just

lost his

seeks your help.
say

to him is:

You should

look at

this as an
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b.

"You're worried because you're
get another

c.

"You

just

lost your

job and his wife
d.

"Why don't we

job.

in

look

the

3.

You

lost

this

A subordinate
bers

at your

of the

at

But Joe,

the

reasons

job because

repeatedly

Before the

over

be

able

in personnel,

that you

lost

same mistakes

you

you and

to

lost his

job so

future."

in yourself."

the other group mem¬

seriously reducing the

next meeting,

this

in the

lack confidence

interrupts

staff meetings,

group.

sure you'll

same week."

that maybe you can avoid the
e.

not

job right away."

effectiveness

you ask him to

step

into

your office.
The most
a.

effective

"Why do you

thing

feel

for you to

you have

to

say

talk

to him is:

so much

in our

staff

meetings?"
b.

"If you have a

lot of

ideas,

you can always

ally rather than taking up
c.

"I

don't want

I'm getting

to embarrass

so much time
you in

talk to me person¬

at

the meetings."

front of the others,

but

fed up with the way you try to dominate our

meetings."
d.

"When you

interrupt

get a chance
information

to
I

so much at

fully express

need

to make

staff meetings,
their

the

ideas,

others don't

and I worry

that

right decisions might not

come out."
e.

"Your

ideas

are

excellent.

if you would please
finished

10.

All of
is

the

speaking and not

following

acceptable

lead

a.

We

each

We

evaluate

formulate our

c.

We decide on

d.

We

develop a plan

e.

We

set a time

each
a

interrupt

it,

however,

until people have

them."

to resolving a conflict

to both of us

b.

I would appreciate

hold your comments

in a way that

except:

solutions

solution

solution that will meet each of our needs
for

implementation

to review how our

solution

is working
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THOMAS-KILMANN CONFLICT MODE

INSTRUMENT

INSTRUCTIONS

Consider
of

On the

"B"

in which you

behavioral

are

several

responses.

statement which

neither

respond

pairs of

In many

cases,

of your behavior;

the

"A"

nor the

but please

likely to use.

"B"

to

such

from those

situations?

statements describing

For each pair,

is most characteristic

typical

would be more

find your wishes differing

How do you usually

following pages

possible
or

situations

another person.

please circle the

"A"

of your own behavior.

statement may be

select the

very

response which you
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THOMAS-KILMANN CONFLICT MODE

1.

A.

B.

There are times when
solving the problem.

3.

stress

those

let others

the

try to

B.

I

attempt to deal with all

A.

I

am usually

I might try
our

A.

B.

responsibility

for

things on which we disagree,

I

find

take

I

try

things upon which we both agree.

A.

B.

4.

I

Rather than negotiate
to

2.

INSTRUMENT

a compromising

solution.

of his

and my concerns.

firm in pursuing my goals.

to soothe

the other's

feelings

and preserve

relationship.

I

try

to

find a compromise

I

sometimes

solution.

sacrifice my own wishes

for the wishes

of

the

other person.

5.

6.

7.

A.

I

consistently

B.

I

try

to do what

A.

I

try

to

B.

I

try

to win my position.

I

try to postpone the

A.

think

8.

seek the other's help

necessary to avoid useless

avoid creating unpleasantness

tensions.

for myself.

issue until

I have had

in exchange

for others.

some

time to

it over.

B.

I

give

A.

I

am usually

I

attempt to get

B.

is

in working out a solution

up

some

points

firm in pursuing my goals.

all

concerns

in the

open.

A.

I

feel

that differences

B.

I

make

some

are

and issues

not always

effort to get my way.

immediately out

worth worrying

about.
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10.

11.

INSTRUMENT

A.

I

am

B.

I

try to

A.

I attempt to get all concerns and
the open.

issues

I might try

feelings

B.

firm in pursuing my goals.

find a compromise

to

soothe

solution.

the other's

immediately out

in

and preserve our

relationship.

12.

A.

I

sometimes

avoid

taking positions which would create

controversy.
B.

I will

let him have

some of his positions

if he

lets me have

some of mine.

13.

14.

15.

A.

I propose

B.

I press

A.

I

tell him my

B.

I

try

A.

I might try to

a middle

ground.

to get my points made.

to

ideas

and ask him for his.

show him the

soothe

logic

and benefits of my position.

the other's

feelings

and preserve

our relationship.

16.

B.

I

try

A.

I

try not

I

try

B.

to do what

is

to hurt

necessary to avoid

the

to convince

other's

tensions.

feelings.

the other person of

the merits of my

position.

17.

18.

A.

I

am usually

B.

I

try

A.

If

firm in pursuing my goals.

to do what

it makes

the

is

necessary to avoid useless tensions.

other person happy,

I might

let him main

tain his views.
B.

I will
have

let him have

some

of mine.

some

of his positions

if he

lets me
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19.

A.

B.

1 attempt to get all concerns
the open.

I

try to postpone

think

20.

A.

B.

INSTRUMENT

the

and

issues

issues until

immediately out

I have had

some

in

time to

it over.

I

attempt

I

try

to

to

immediately work through our differences.

find a

fair combination of gains and

losses

for both

of us.

21.

A.

In approaching negotiations,

I

try

to be

considerate of the

other person's wishes.

B.

22.

A.

I

always

lean toward a direct discussion of

I

try

find

to

a position

that

is

the problem.

intermediate between his

and mine.

23.

B.

I

assert my wishes.

A.

I

am very often concerned with

B.

There

are

times when

solving the

24.

25.

A.

If

the

I

satisfying

let others

seems very

I

would try to meet his wishes.

B.

I

try to get him to

A.

I

try

B.

responsibility

for

problem.

other person's position

to

take

all our wishes.

settle

show him the

logic

In approaching negotations,

important to him,

for a compromise.

and benefits of my position.

I

try

to be

considerate

of

the

other person's wishes.

26.

A.

B.

I propose
I

a middle

am nearly always

ground.
concerned with

satisfying all our wishes.
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27.

A.

I

sometimes

avoid

INSTRUMENT

taking positions

that would create

controversy.
B.

If

it makes

the other person happy,

I might

let him maintain

his views.

28.

29.

30.

A.

I

am usually

B.

I

usually

seek the other's

A.

I

propose

a middle

B.

I

feel

A.

I

try not

I

always

B.

firm

in pursuing my goals.

help in working out a solution.

ground.

that differences are

can work

not always worth worrying about.

to hurt the other's

share

feelings.

the problem with

it out.

the other person

so that we
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THE MANAGEMENT OF CONFLICT - POST-WORKSHOP EVALUATION
FORM A

It has been two months since you participated in the conflict man¬
agement workshop for law enforcement personnel.
The following questions
are designed to determine if the workshop has any long-term effects on
you or your department with regard to conflict management.
Your candid
responses and suggestions will aid trainers in improving the content
and approach of future workshops.

L.

Which of the skills presented in the workshop do you remember and
try to use when a conflict situation arises in your daily life,
whether it be at home or at work?

2.

a.

the

integrative 9,9 style of conflict management

b.

determining problem ownership

c.

responsive skills,

d.

assertive

e.

"shifting gears"

f.

mutually acceptable problem solving

g.

none

skills,

i.e.,
i.e.,

active listening and attending
assertiveness versus aggressiveness

If you don't use the skills taught to you it was because...
a.

you disagree with the concept that in a conflict situation
both parties can win but believe in a conflict situation
there should be a winner and a loser

3.

b.

you tried it but got no support from your department

c.

you tried it but got no support from your fellow officers

d.

other

(fill in)

Have you used the handouts as a resource in dealing with a
conflict situation?
Yes

No _

Would you like to attend a follow-up workshop that would expand on
the skills covered in the first one?
Yes _

No

If you answered yes on #4,

what skills would you like to cover?

a.

determining problem ownership

b.

responding skills

c.

assertiveness

d.

"shifting gears"

e.

mutually acceptable problem solving

f.

rational thought and stress management

If you answered no to #4,

why wouldn't you attend a follow-up?

Did you feel there was too much material presented to you in
two days?

In your opinion,

what was the major strong point of the workshop?

In your opinion,

what was the major weak point in the workshop?

Do you believe that conflict management workshops are good for
law enforcement personnel or a waste of time?

Explain.
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THE MANAGEMENT OF CONFLICT COMPREHENSIVE
EVALUATION FORM A

The purpose

of

this questionnaire

is

to provide

insights

into the

value you place

upon the management of conflict workshop and the dif¬

ferent types of

information and techniques presented.

you provide will

help

shape

the

The

content and approach of

information

future work¬

shops.

1.

Which of

the

topics presented

and discussed

2.

3.

in the workshops

in greater detail

in

a.

personal conflict

b.

problem ownership

c.

responding

d.

assertiveness

e.

"shifting gears"

f.

mutually acceptable problem solving

The

amount of material

a.

too much

b.

not

c.

about right

Please

should be

expanded

future workshops?

style

skills

covered

in the workshop was:

enough

give your

workshop

reaction

(quantity,

to the handouts distributed during

quality,

usefulness,

the

etc.).

CIRCLE THE LETTER OF THE RESPONSE THAT MOST ACCURATELY REFLECTS YOUR
REACTION TO

4.

The

EACH

OF THE FOLLOWING STATEMENTS.

workshop helped me

to managing

to

understand

some

of the

conflict.

a.

strongly agree

b.

agree

c.

undecided

disagree

e.

strongly disagree

factors

related
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I will likely be able to use some of the information and skills I
learned in dealing with future conflicts.
a.

strongly agree

d.

disagree

b.

agree

e.

strongly agree

c.

undecided

I will likely recommend to a colleague that he/she attend
future management of conflict workshop.
a.

strongly agree

d.

disagree

b.

agree

e.

strongly disagree

c.

undecided

As a result of attending the workshops,

I feel confident

can deal with conflict more effectively in the future.

8.

a.

strongly agree

d.

disagree

b.

agree

e.

strongly disagree

c.

undecided

Please list three

specific ideas,

gained from this workshop
those

ideas,

concepts,

concepts,

or skills you have

(Management of Conflict).

Focus on

or skills that you had not encountered

before participating in this workshop.

9.

In your opinion,

what are the major strengths of the Management

of Conflict Workshop?

10

In your opinion,

what are the major weaknesses of the Management

of Conflict Workshop?

